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A Professional Competency Survey of
Organizational Consultants in San Diego County
The purpose ofthis study was to gain a clearer understanding of the rapidly growing
field of Organizational Consulting. Specifically, this research focuses on developing
profiles of various types of organizational consultants in San Diego County. The types
of profiles considered included: Executive Coaches, Feedback Specialists, Motivational
Speakers, Trainers, Educators, and Consultants. The research topics examined included:
background and professional preparation of consultants, professional resources utilized,
interventions most commonly used, and level of job satisfaction.
A descriptive survey was employed to aid in the investigation. The questionnaire
consisted of questions revised from Waller's (1988) national survey of training
consultants, and additional questions. Members of the San Diego Chapter of American
Society of Training and Development and members of the Organizational Development
Network were invited to participate in the study. Each member was sent a questionnaire
and cover letter introducing the study. Questions addressed each of the aforementioned
areas of inquiry.
The questionnaire was analyzed using descriptive techniques. Results were tallied by
means and percentages, and displayed in charts and tables. The findings of this study
suggest that there are distinct variations in profiles of organizational consultants in
relation to the areas of gender, highest degree, leadership issues, salary range, and job
satisfaction. There were moderate distinctions between job activities, degree
specialization's, type of consulting, and hours worked. There were minimal, or no
distinctions between profiles in regard to: workshops, interventions, courses,
effectiveness, professional organizations, books, race/ethnicity, organizational concerns,
number of associates, and years in consulting.
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Chapter

1

Statement of the Issue
Introduction

Consulting to organizations has become a multi-billion dollar industry (Cohen,
1991). Management consulting has progressed at a rapid rate (Golembiewsk~ 1993).
The industry has grown "more than twice as fast as GNP over the past decade" (Collins,
1997, p. 1). One reason consulting has grown is due to the reduction of employees in the
work force, which has created more gaps for consultants to fill (Tepper, 1995). When
large projects come up, or significant changes are proposed, lean organizations many
times must rely upon organizational consultants to provide expertise (Cohen, 1991).
Other situations warrant the need to hire a consultant with special skills for a short period
of time. Consultants are essential to many organizations as they offer fresh ideas, the
ability to maneuver through company politics, insights into promoting efficiency, ability
to diagnose problems and find alternatives, and possess the skills to train employees
(Cohen, 1991). Additionally, consultants have more experience working with other
organizations than typical managers do (Clarkson, 1993).
This increased need for and utilization of organizational consultants has spurred
much growth in the consulting field. '"Few industries have changed more in such a short
span of time than consulting. And, few professions are producing as much opportunity.
For the 1990s and into the year 2000, there is no better enterprise for the entrepreneur to
enter" (Tepper, 1995, p. 7). Organizational consulting has attracted many new
professionals in the field. It has been especially easy to enter the field since there is no
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mandatory certification or licensure (Cody, 1986). Professionals between jobs many
times assume the consultant role as they seek to supplement their income.
Organizational professionals have become familiar working with consultants or
have functioned as a consultant. Therefore, understanding what can be accomplished by
using a consultant has created higher expectations (Tepper, 1995). Consultants are no
longer viewed solely as advice disseminators (Tuller, 1992). Organizational consultants
are more frequently involved in the implementation and follow up phases (Tuller, 1992;
Tepper, 1995). This use of their skills tends to promote a greater accountability for
results.
Much change has occurred in organizational consulting in the past decade and
further analysis is required to gain a better profile of the professionals who function as
consultants. "Clients have changed, their demands are different, profits are at an all-time
high, overhead is at an all-time low, and the need for practitioners is growing daily"
(Tepper, 1995, p. 7). This research attempts to respond to the need to understand more
about the current state of the professionals who make up the organizational consulting
field. "As consultants, clients or citizens-at-large, we all have a great need today to know
more about this peculiar and uniquely influential profession" (Cody, 1986, p. x).

Purpose
The purpose of this research is to examine the general professional competencies
associated with consultants. For example, some of the competencies include: the
educational background and preparation of organizational consultants, which resources,
and interventions are most useful. Other questions seek to determine the level of job
satisfaction and frequency of particular organizational activities. Analysis of the
questions will be presented in profiles of different types of organizational consultants and
compared/contrasted with each other.
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This research study is modeled after Waller's 1988 national survey of
Organization Development Network (OD Network) members. Waller's survey
questionnaire is divided into four categories: these are a) the background and preparation
needed to be an Organizational Consultant, b) interventions most commonly used,

c) professional resources, d) challenges facing the field. Waller (1988) notes that "the
literature is extremely sparse with regard to the actual professional preparation of such an
individual and the nature of the role that he or she serves" (p. 34).
Shepard & Raia ( 1981) conducted a delphi research study with a panel of 65
experts to determine the core skills and competencies of OD practitioners. This panel of
experts produced a list of 50 core skills and 34 advanced skills. The skills were
subdivided into 11 categories, including: general consultations skills, intra-personal
skills, organization behavior/organization development knowledge and intervention
skills, inter-personal skills, research and evaluation knowledge and skills research desig~
data collectio~ data analysis, presentation skills, experience as a line manager, major
management knowledge areas, and collateral knowledge areas. For intra-personal skills,
the experts in the delphi research cited: integrity, conceptual and analytic abilities, active
learning skills, personal centering, rational emotive balance, personal stress management
skills, and entrepreneurial skills (Shepard & Raia, 1981). Additionally, the experts
deemed: listening skills, giving and receiving feedback, establishing rapport, aptitude in
speaking languages, cross-cultural skills, coaching and counseling, negotiation skills,
telephone interventions, and ability to model appropriate behaviors as the main interpersonal skills needed (Shepard & Raia, 1981). More research is needed to validate the
findings of Shepard and Raia's (1981) delphi study and Waller's (1988) survey
questionnaire. This research offers additional information about organizational
consultants in San Diego County.
This study is limited to organizational consultants based in San Diego County
who are members of the American Society for Training and Development (ASTD) or
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Organization Development Network (OD Network). San Diego County is located in the
Southwest portion of Southern California. This research is intended to specifically gage
the organizational consulting field in San Diego County.
This study examined competencies associated with: a) the academic, experiential,
training background and preparation needed to be an Organizational Consultant,
b) interventions most commonly used, c) professional resources, d) level of job

satisfaction, and e) differences among various types of organizational consultants. These
five areas provide an overview of the organizational consulting field. The first section of
the questionnaire explores the type of consulting performed, educational background,
hours worked, salary, and amount of specific work performed. These background
variables are necessary to determine the make up of the consultants answering the
questionnaire. The second section explores the interventions that consultants use most.
This information assists in tracking the trends of interventions used and introduces new
ones. The third section addresses professional resources, which offer suggestions of
formal and informal educational experiences, and books that are helpful to consultants
and aspiring consultants. The fourth section seeks to determine the level of job
satisfaction for each type of consultant.
There is a wide range of consulting titles used by professionals. According to Dr.
Hwang, at the University of San Diego, the most current titles are: Executive Coach,
Feedback Specialist, Motivational Speaker, Trainer, Educator, and Consultant. This
study will profile each of the six aforementioned titles and compare them to one another.
This is especially useful to the organizational consulting field, because consumers many
times do not know which type of consultant to hire. Aspiring consultants may profit from
understanding the fine distinctions between consultants and will help him/her to make
more informed decisions regarding a specialization. The findings from this research may
prove useful to practitioners, clients, and aspiring organizational consultants who want a
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more accurate understanding of the current state of the organizational consulting field,
that is, in terms of background, interventions, resources, and job satisfaction.
This research is expected to assist consultants by sharing information regarding
resources, interventions, and training. Aspiring consultants gain insights into the field,
which may aid in career decision-making. The consultant's clients may also benefit from
this research by learning what to expect from their consultants and how to make more

informed decisions when selecting one. Furthermore, by providing this information
relevant to understanding organizational consulting, the entire organization gains from
the increased effectiveness of the consultant. Mainly because the better use of
consultants may result in improved functioning of the organization, and more effective
leadership, which in turn benefits the employees through an improved work environment.
Other positive indicators might include the stockholders with increased profits, and
consumers with better products and customer service.
The importance of this research can be seen in the aforementioned benefits, and
will help validate and extend the previous research studies. This research ultimately
helps move the field of organizational consulting forward by seeking to understand the
difference between the most current types of consulting by comparing/contrasting the
results. This study contributes to a greater understanding of the leadership issues that
leaders and collaborators face in this field. These leadership findings may also be useful
to help guide administrators in the development of leadership programs. Hopefully, the
pursuit of this study will challenge the leaders and collaborators in the organizational
consulting field to pursue more research and further establish their professional identities.
The profiles generated from this study aid in providing clarity to these often confusing
consulting titles.
The next section will outline some of the historical roots of organizational
consulting. The organizational consulting field does not have clearly defined roots, or a
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systematic, well-documented history. Therefore, the next section will attempt to sketch
out a comprehensive historical view of organizational consulting.

History of Organizational Consulting
During the later part of the eighteenth century, in England, accountants and
attorneys were advising businesses in mercantile London; and engineering firms were
consulting with mills and mines (Cody, 1986). The Emerson Company, founded in 1899,
by Harrington Emerson is considered by many to be the first consulting firm established
in the United States (Cody, 1986). Moore (1984) notes that the free market economy has
had a great influence on management consulting. In addition, the scientific management
movement started by Frederick Taylor, has also helped shape the concept of management
consulting (Cody, 1986).
Taylor may be considered the father of this movement; however, there were many
other contributors to the scientific management movement. In the steel industry, Henry
Gantt and Carl Barth were forerunners in management engineering (Moore, 1984). In
1914, Edwin Booz founded the consulting firm, Booz, Allen & Hamilton (Cody, 1986).
Many well known firms have emerged from Booz, Allen & Hamilton consulting firm.
George Fry was one notable consultant who went on his own, in 1942 to create George
Fry & Associates (Cody, 1986). Others originally connected to Booz, Allen & Hamilton
that started their own consulting firms include: Cresap, McCormick & Paget; McKinsey
& Company; and A.T. Kearney & Company.

Consulting continued to grow through wars and recessions. Management
consulting continued to grow, and finally came "of age before the Second World War,
but its gains in visibility, acceptance, and breadth of service occurred principally in the
1950's and early 1960's. Immediately following the war, consulting revenues in the
United States totaled an estimated $250 to $350 million in management areas" (Cody,
1986, p. 28). In 1980, it was estimated that Management Consulting revenues were $3
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billion. A decade later the estimate rose to a $22 billion market (Tuller, 1992). The most
recent worldwide estimate of management consulting is reported at $45 Billion by
Kennedy Information (Kennedy, 1997).

In summary, the field of organizational consulting has passed through many
phases beginning with attorneys and accountants advising businesses in London during
the eighteenth century, and flourishing into a sophisticated multi-billion dollar industry in
the late twentieth century. Many changes have occurred, and much more investigation is
needed to better understand the current state of interventions, resources, trends,
challenges, background and preparation of organizational consultants today.

Research Questions

The research questions used in this study provided information in several areas
relevant to the organization consulting industry in San Diego County.
Research Question 1:

What type of background and preparation are needed to be an Organizational Consultant?
Research Question 2:

Which interventions do consultants most commonly use?
Research Question 3:

Which professional resources are most helpful to consultants?
Research Question 4:

What is the level of job satisfaction for each type of consultant?
Research Question 5:

How are the profiles of Executive Coaches, Feedback Specialists, Motivational Speakers,
Trainers, Educators, and Consultants similar and different?
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Limitations
Self-administered mail surveys typically have a low response rate. Alreck &
Settle (1985) identified low response rate as '<the single most serious limitation to direct
mail data collection ... with response rates over 30 percent rare. Response rates are often
only 5 or IO percent" (p. 45). Another concern is response bias, which is

a tendency to respond in certain ways regardless of a question's content. It occurs
when an answer to an item partially or wholly reflects an extraneous characteristic
of the respondent or survey, rather than the respondent's true feelings, knowledge,
or perceptions about an issue. (Edwards, Thomas, Rosenfeld, Booth-Kewley,

1997, p. 47-48)

Response bias exists when all subjects do not complete the survey, which threatens the
likelihood of having a representative sample (Shaughnessy & Zechmeister, 1994).
Consequently, the proposed study only examines the information of those subjects
willing to participate. Alreck & Settle (1985) note that non-response bias is inherent in
mail surveys and leads to over or under representation of certain groups and produce
biased results. As with all questionnaires there is

potential for reactivity, or the tendency of respondents to alter their responses to
conform to the implicit purposes of the study, to portray themselves as better
adjusted or a better citizen, parent, or student than they really are. The
respondents may also be unable to recall the information sought, thus biasing the
results of the survey. (Smith, 1987, p. 248)

Increasing the number of surveys distributed does not ensure a higher rate of response.
Additional biased subjects do not strengthen a study. Instead, there was a follow up
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postcard sent to each of the non-responding subjects to try to increase the percentage of
those participating.

Delimitations
This study only includes organizational consultants who are members of either of
the two professional organizations in San Diego County that are noted for having a high
membership of organizational consultants. The two organizations are the OD Network
and the American Society for Training and Development. Both the ASTD and OD
Network have an open membership, which means that anyone who is interested may join,
regardless if they work in this field. This means that not all members of the organizations
are considered organizational consultants and therefore, would not be eligible to
participate in the study.
This study does not attempt to generalize to consultants who are not involved in
professional organizations, nor to consultants who are located in other counties. San
Diego consultants who choose not to participate in professional organizations may have
distinguishing characteristics from those who do participate. Most organiz.ational
consultants are not listed in the telephone directory or use other traditional methods of
advertising. It is not possible to generate a complete and accurate list of every
organizational consultant in a professional organization in San Diego County; therefore,
the sample was derived from the only two organizations that are recognized for
consisting of mostly organizational consultants in San Diego. Including additional
professional organizations to this study would not yield enough subjects to justify the
effort to locate them. Also, reporting accurate numbers of potential subjects who meet
the standard for participation may be difficult when the majority of members do not
qualify. For these reasons, the only methodological and reasonable way to select a
sample was through the professional organizations that have a large pool of
organizational consultants.
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Definition/Philosophy of Leadership

Burns (1978), Rost (1991), and other leadership scholars claim that there is a
crisis in the study ofleadership. Burns (1978, p. 2) declares that "leadership is one of the
most observed and least understood phenomena on the earth." Rost (1991) conducted a
thorough search of leadership definitions in this century and found that these definitions
rarely were able to distinguish leadership from other human processes. Many time
authors called good management, leadership. Rost (1991, p. 102) defines leadership as
"an influence relationship among leaders and collaborators who intend real changes that
reflect their mutual purposes"
For the purposes of this research, my definition ofleadership is a collaborative,
influence relationship between those intending to facilitate change toward their mutual
purposes. My definition ofleadership is similar to Rost's (1991), as it is a relationship

based process that is characterized by influence. Both definitions account for intending
change; however, my definition does not qualify change as real. ''Real change" is
subjective, and may be interpreted differently by others. In order to, crisply define
leadership, I left subjective analysis for a discourse on what good leadership is. Rost' s
and my definition both acknowledge possessing mutual purposes in the relationship.
Mutual purposes is not necessarily shared goals or vision, but an overarching purpose.
Good leadership is ethical, empowering, serving, and transformative. By serving
others in the leadership relationship it can become a transforming process. Burns (1978)
makes the distinction from transactional and transformational leadership. Transactional
leadership "occurs when one person takes the initiative in making contact with others for
the purpose of an exchange of valued things. The exchange could be economic or
political or psychological in nature" (Burns, 1978, p. 19). The foundation of
transactional leadership is bargaining, therefore, there is not a deeper level of
commitment in the leader and follower's relationship. Transforming leadership "occurs
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when one or more persons engage with others in such a way that leaders and followers
raise one another to higher levels of motivation and morality" (Burns, 1978, p. 20). It is
much easier to solicit participation, and inspire commitment to the mutual purpose, if the
leaders are looking out for the best interests of their collaborators, and seeking to serve
and empower them.
This genuine commitment to serve collaborators can be facilitated through
empowerment. Chickering suggests offering commensurate amounts of challenge with
support (Rodgers, 1989). Therefore, much challenge also requires much support.
Assessing accurately the collaborator's level of leadership development and empowering
accordingly, will serve to deepen the commitment of the collaborators to the relationship,
and the purpose. This investment in training will also serve the collaborators in other
leadership relationships later. Other ways to inspire deeper levels of commitment from
collaborators are for leaders to be authentic in their relationships, congruent with their
words and behaviors, lead others by example, and to act ethically throughout the process
and for an ethical purpose.

Definition of Terms

Consultants that work with organizations many times identify their area of
expertise with their title. Some of these consulting titles include: Management, Strategy,
Growth Strategy, Information/Technology, Mediation and Dispute Resolution,
Economic, Litigation, Service Quality, Training and Development, Organizational
Development (OD), Environmental, and Governmental Consultants (Cosentino, 1993).
For the purpose of this research study, the term Organization Consultant was used to
generalize to all consultants who work with organizations utilizing a philosophical,
organizational approach, thus excluding consultants who work for organizations in a
solely technical manner.
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Organizational Development Consulting-a process that applies behavioral
science knowledge and practices to help organizations achieve greater
effectiveness, including increased financial performance and improved quality of
work life. Organization development differs from other planned change efforts,
such as technological innovation, training development or new product
development, because the focus is on building the organization's ability to assess
its current functioning and to achieve its goals. (Cummings, 1997, p. 1)

Management Consulting- is defined by AC1\1E, Inc. as

the service performed for a fee by independent and objective professionals or a
group of consultants organized as a firm or similar legal entity who help managers
analyze management and operating problems associated with the goals,
objectives, policies, strategies, administration, organization, and the principal
functional or operating areas of the various institutions of society; who
recommend practical solutions to these problems; and help to implement them
when necessary. This professional service is concerned with the improvement of
the managerial, operation, and economic performance of these institutions. (as
cited in Cody, 1986)

Internal Consultants-are consultants that work as a regular employee for the same
organization.

Internal consultants have certain advantages because they are insiders. They can
typically save time identifying and understanding organizational problems. They
have intimate knowledge of the organization and its dynamics. They know the
organization's culture, informal practices, and sources of power. They have
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access to a variety of information, including rumors, company reports, and direct
observations. Internal consultants also are usually accepted more quickly by
organization members. They are more familiar and less threatening to members
than outsiders and thus can more readily establish rapport and trust. (Cummings,
1997, p. 52)

External Consultants-are not members of the client organization; they typically
work for a consulting

~

a university, or themselves. Organizations generally

hire external consultants to provide a particular expertise that is unavailable
internally, and to bring a different and potentially more objective perspective into
the organization development process. External consultants also have the
advantage ofbeing able to probe difficult issues and to question the status quo,
particularly when they are not overly dependent of one client. (Cummings, 1997,
p. 52)

Background and Professional Preparation of Consultant-This topic includes
background information such as: gender, race/ethnicity, type of consulting performed,
hours worked, salary, length of time in the consulting field, and percentage of time
performing various consulting functions. The "professional preparation" questions seek
information regarding highest degree, and degree specialization.

Professional Resources may include organizations, books, audio-visual material,
courses, workshops, or any other aid, which assists the consultant in providing better
services to their clients.

Interventions [are] planned activities clients and consultants participate in during
the course of a ... program. These activities are designed to improve the
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organization's functioning by helping organization members better manage their
team and organization cultures and processes. (French & Bell, 1995, p. 156)

The next section defines the specific interventions used in the "organizational
concern and intervention" section of the survey questionnaire.

Team building activities [attempt to] improve group functioning through helping
members learn to work together and through changing structural factors ( e.g.,
norms, patterns of interactio~ roles). (Porter, Lawler, & Hackman, 1975) (as
cited in Dipboye, Smith, Howell, 1994, p. 223)

Inter-group activities [are] designed to improve effectiveness of interdependent
groups. They focus on joint activities and the output of the groups considered as a
single system rather than as two subsystems. When two groups are involved, the
activities are generally designated intergroup or interface activities; when more
than two groups are involve~ the activities are often called organizational
mirroring. (French & Bell, 1995, p. 163)

Survey Feedback activities utilize the foedback collected through survey research as the
focus to develop strategies to deal with organizational issues. Additionally, the survey
process may also be part of the intervention.

Education & Training activities [are] designed to improve skills, abilities, and
knowledge of individuals. The activities may be directed toward leadership
issues, responsibilities and functions of group members, decision making,
problem solving, goal setting and planning, and so forth. (French & Bell, 1995,
p. 163)
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Technostructural or Structural activities [are] designed to improve the
effectiveness of the technical or structural inputs and constraints affecting
individuals or groups. The activities may take the form of (a) experimenting with
new organization structures and evaluating their effectiveness in terms of specific
goals or (b) devising new ways to bring technical resources to bear on problems .
. . . Included in these activities are certain forms of job enrichment, management
by objectives, sociotechnical systems, collateral organizations, and physical
setting interventions. (French & Bel4 1995, p. 164-165)

Process Consultation is a set of activities on the part of the consultant that help
the client to perceive, understand, and act upon the process events that occur in
the client's environment in order to improve the situation as defined by the client.
. . . The process consultant seeks to give the client insight into what is going on
around him, within him, and between him and other people. Based on such
insight, the consultant then helps the client to figure out what he should do about
the situation. (Shein, 1988, p. 11)

Grid Organizational Development activities [were] invented by Robert Blake
and Jane Mouton, which constitute a six-phase change model involving the total
organization. The model starts with upgrading individual managers' skills and
leadership abilities, moves to team improvement activities, then to inter-group
relations activities. Later phases include corporate planning for improvement,
developing implementation tactics, and concluding with an evaluation phase
assessing change in the organization culture and looking toward future directions.
(French & BeR 1995, p. 164)
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Third Party Peacemaking activities attempt to process through conflicts using a third

party or consultant trained in conflict resolution and/or mediation.

Coaching and Counseling-Professional & personal coaching is defined as "an ongoing

relationship that focuses on clients talcing action toward the realization of their visions,
goals, and desires" by the Professional and Personal Coaches Association (as cited in
Sommer, 1998). Lindholm clarifies that the "goal of a professional coaching relationship
is to maximize human potential and at the same time maintain life balance.
. . . Professional coaching is an empowerment process. The client is in charge and
commits and then takes action" (Sommer, 1998). Professional coaches have many
functions, such as helping: corporations with the bottom-line, entrepreneurs as they grow
business, encouraging creative expression, and supporting students (Lindholm in
Sommer, 1998).

Life and Career Planning activities enable individuals to focus on their life and

career objectives and how they might go about achieving them. Structured
activities lead to production of life and career inventories, discussions of goals
and objectives, and assessment of capabilities, needed additional training, and
areas of strength and deficiency. (French & Bell, 1995, p. 164)

Planning & Goal Setting activities include theory and experience in planning

and goal setting, utilizing problem-solving models, planning paradigms, ideal
organization versus real organization "discrepancy" models, and the like. The
goal of all of them is to improve these skills at the levels of the individual, group,
and total organiz.ation. (French & Bell, 1995, p. 164)
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The next section defines six types of organizational consultants, which provides a
foundation for beginning to establish profiles for each of the types of consultants.

Executive Coaches work with executives to support, encourage, and challenge them to
lead and manage others more effectively, and assist in career development.

Feedback Specialists utilize surveys, interviews, and other tools to provide feedback to
those in the organization.

Motivational Speakers seek to inspire and teach others through speeches and group
discussions.

Trainers may work with individuals or groups to improve organizational functioning
from a technical nature to interpersonal or team relations.

Educators may work in academic or organizational settings, and seek to achieve praxis
by applying theoretical models to organizations.

Consultant includes all internal or external consultants who work with organizations
utilizing a philosophical, organizational approac~ thus excluding consultants who work
for organizations in a solely technical manner.
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Chapter 2

Review of the Literature
This review of the literature explores the field of organizational consulting. The
first section outlines general research in organizational development consulting. The
second section relates organizational theory and change to leadership. The third section
reviews the literature on current trends in the field, the role of the consultant, skills
needed, marketing strategies, interventions, and resources used.

General Research in Organizational Development
French and Bell (1995) suggest six major areas of weakness in the research. The
first issue, is that "OD" as a treatment, is not clearly defined and varies in each study.
The level of improvement is also ambiguous; it means something different, depending on
how the researcher defines it in each case. Achieving adequate internal validity is
another concern. Using a true experimental design in conducting organizational research
is challenging and most researchers end up using quasi-experimental or pre-experimental
designs. Porras and Berg (1978) reviewed OD literature from 1959-1975 and found that
"of the 160 [located], only 35 used the interventions defined ... as OD activities; were
done in reasonably representative samples of real-life organization; measured as a
minimum organizationally relevant process variables; and used empirical techniques"
(p. 251). Out of the 35 conscientious studies only 49 percent involved comparison
groups, and 77 percent employed quasi-experimental designs. The third concern that
French and Bell (1995) cite, is that of external validity. Generaliz.ability is not easily
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achieve~ as each organization, and its culture is unique. The fourth proble~ is the lack
of theory based research in organizational development studies. The fifth concern is in
regard to properly measuring attitude change. And lastly, that traditional science is not
conducive to conducting organizational development research. Bullock and Svyantek
point out that:

No one has ever suggested that a rigorous OD researcher randomly select
organizations from across the country-including, for example, volunteer
organizations, work organizations, political organizations, health service
organizations-then randomly assign them to OD interventions (the local boy
scout troop to management by objectives, General Moters to team building, the
Ku Klux Klan to T groups, the nursing home to career planning) designed to
fundamentally change the organizations as social systems, and with that change to
alter the lives and careers of individuals. Yet we continue to evaluate OD
research as if such an action were reasonable. ( 1987, p. 260)

An alternative to traditional science is called "action research," which is less rigorous, but
seeks to provide a richer framework for the research (French & Bel4 1984).

In the late 1980's a new statistical method called Meta-Analysis was developed
by Glass, McGaw; and also by Smith, Hunter, Schmidt, and Jackson (French and Bel4
1995). This innovation utilizes the

quantitative data gathered from single studies, cumulates the data across many
studies, and estimates the true effects of treatments on dependent variables. In
essence this technique allows investigators to assess the impact of an intervention
by using the results from a number of studies, not just a single study. It is a very
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powerful method for evaluating the effects and effectiveness of OD interventions.
(French & Bell, 1995, p. 342)

Meta-analysis is especially useful since much organization research utilizes a case study
approach (Porras & Silvers, 1991).
One meta-analysis conducted in 1985, by Guzzo et al, found that "interventions
such as team building showed strong effects on productivity ... but not on withdrawal or
disruption (e.g. absenteeism., grievances, etc.)" (Porras & Silver, 1991, p. 69). N e ~
Edwards, & Raju utilized a meta-analysis to examine attitudes and satisfaction after
various OD interventions were administered. Meta-analysis of the 126 research studies
reveal that there is a significant, positive effect by using OD interventions and even more
significant if utilizing multiple interventions (French & Bell, 1995).

Organizational Change/Theory and Leadership
There are many ways that a consultant can assist an organization in creating
change. In the industrial paradigm, the concept of getting others on your side was
expressed as "buying in." Senge (1990) and others subscribe to a new way of thinking
which "enrolls" people into a commitment. Buying implies selling, whereas, enrolling
implies free choice and commitment. "The committed person brings an energy, passion,
and excitement that cannot be generated if you are only compliant, even genuinely
compliant.... A group of people truly committed to a common vision is an awesome
force. They can accomplish the seemingly impossible" (Senge, 1990, p. 221). The
consultant, who helps to develop a shared vision, and mutual purposes or goals, increases
the potential to create meaningful change in an organization. Senge (1990) explains that
shared vision emerges out of personal visions. The quest is to build a shared vision in
which participants freely enroll in the vision and then remain genuinely committed to it.
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Part of developing a shared vision includes creating an environment where personal
visions can be shared. David Bohm advocates creating a situation

where we can suspend our opinions and judgments in order to be able to listen to
each other. The idea is that we might generate a kind of social superconductivit y
by having lots of energy in the interchange, while keeping the temperature low.
To do that you need a situation in which people can talk together freely ... and
you need a group large enough to develop a m.1~ber of subcultures. (Weisbord,
1992, p. 118)

Establishing and nurturing good relationships with others in the organization is another
important aspect of creating an environment, which is conducive for the development of
shared vision and enrollment into the mutual purposes and goals.
Rost (1991) describes postindustrial leadership as a relationship in whic~
purposes are mutually developed between leaders and collaborators. Consulting is a
competitive field and many times the cultivation of a relationship is what actually opens
the door to employment. Establishing rapport and developing relationships with those in
the organization is the foundation for building trust and commitment to create change.
Fortune magazine exhorts business to "forget your tired old ideas about
leadership. The most successful corporation of the 1990's will be something called a
learning organization" (Senge, 1990, p. 4). Senge declared that the "organizations that
will truly excel in the future will be the organizations that discover how to tap people's

commitment and capacity to learn at all levels in an organization (1990, p. 4). The
consultant has the opportunity to be a catalyst in the organization to bring: a fresh
perspective, additional insight, objectivity, and new ideas. Moreover, assisting the
members of the organization to continuously learn and facilitating the development of a
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shared vision through relationships, will encourage them to have a deeper commitment to
those mutual purposes and goals.
Senge's framework for the learning organization has five disciplines, which are
fresh ways for leadership participants to approach organizational change. The first is
systems thinking, which includes looking at the whole picture to find patterns. The
second is personal mastery, which appeals to people's higher aspiration beyond food and
shelter. This discipline helps clarify what is really important to us, so that our focus will
be clearer. The third, mental models, are assumptions and generalizations that are deeply
ingrained in our cognitions, which may debilitate, or enhance our perspective of the
situation. The fourth discipline is building a shared vision, in which participants freely
enroll in the vision and remain genuinely committed to it. The fifth discipline is team
learning, which is "vital because teams, not individuals, are the :fundamental learning unit
in modem organizations" (Senge, 1990, p. 10).
A learning organization provides a strong base to practice participative leadership.
Leadership in a learning organization is not an autocratic, top-down process.

Organizational learning is a concept that acts to lessen the conventional power
and attributed wisdom of leaders. In fact, organizational learning implies that
leaders' ideas should be challenged and tested through the rational thought
processes of organizational members, rather than be accepted because of their
origination at a higher level of the hierarchy. (Dixon, 1994, p. 132)

The participative nature of leadership in a learning organization values employees and
encourages their contribution. Organizational learning, therefore, "revives the belief in
individual intellectual ability, and in collective wisdom, particularly when the dialogue
takes place in an environment in which employees can, without fear or coercion, speak
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openly about their ideas" (Dixon, 1994, p. 132). Leaming organizations are challenged
to provide an environment that is open and helps facilitate learning.
In the organizational literature there is much discussion about open organizations.
~

Mink, Downes, and Owen (1994) postulate that an open organization supports

truth, freedom, empowerment, justice, and collaboration. Untruth would then be
diametrically opposed to an open organization, and would foster mistrust. Nair (1994)
explains that "if those who seek openness do not meet their commitment to be truthful,
they are equally responsible for the cycle of deception by providing those who have the
information the justification for secrecy" (p. 47). Truthfulness, openness, and trust are
intertwined. "Secrecy is the enemy of trust and is responsible for much of the distrust
that exists between business and society, corporations and customers, management and
employees" (Nair, 1994, p. 43). Heifetz (1994) adds to this idea by claiming that an
organization is only as sick as it is secretive.
One way that employees and employers are working together to maximize profits
is through Employee Stock Option Plans (ESOP) and cooperatives which are hitting
corporate America like a whirlwind. People want a slice of success. Companies are
learning that "the closer the workers feel to the company, the more their front-line
experience informs the core decision making that creates business success" (Lappe & Du
Bois, 1994, p. 82). This climate provides an excellent opportunity for employers and
employees to practice leadership. When employees genuinely make "workers feel it's
their company, they develop an enhanced sense ofresponsibility for what happens in
their organization" (Lappe & Du Bois, 1994, p. 90). Employees have the opportunity to
make proposals for ESOPs and other benefits that will motivate employees. Still other
opportunities exist for employee buy-outs. "Fifteen employee-owned companies now
rank among America's largest four hundred private firms--and they're growing :raster than
non-employee-ow ned companies. Most significantly, during the first quarter of 1993,
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employee ownership stocks out performed all market averages" (Lappe & Du Bois, 1994,
p. 91).

"The crisis is that we as a people don't know how to come together to solve these
problems. We lack the capacities to address the issues or remove the obstacles that stand
in the way of public deliberation" (p. 9). Lappe & Dubois continue to say that it is only
"when more and more citizens perceive themselves as having a stake in solving our
problems and believe in themselves as problem solvers" will we gain headway in solving
our mounting problems (p. 17). This concept of stakeholder involvement is sweeping
Leadership into the post-industrial frame, brushing through everything from marketing to
evaluations.

Trends and Challenges in the Consulting Field
Taylor developed principles to increase productivity in 1911 (Moore, 1984). "He
stressed the need for cooperation between workers and managers to increase the surplus
produces. To apply his principles, there was an increase in the use of time and motion
techniques" (Moore, 1984, p. 6). Lillian and Frank Gilbreth, ex.pounded on Taylor's
work and found that ''workers dissatisfaction was generated by management's lack of
interest in the workers as people" (Moore, 1984, p. 6). The progression of the scientific
movement spurred the growth of industrial psychology and the application of
sociological approaches to industry (Moore, 1984). Hugo Munsterberg, from Harvard
University applied behavior science concepts to the Scientific Management theories.
Munsterberg "combined the principles of engineering efficiency with an emphasis on the
psychological qualities of workers. He believed that this approach was necessary for
analyzing each task in terms of the mental qualities required and then selecting workers
capable of performing them" (Moore, 1984, p. 6). Consulting began to make its mark
during the World War I era. The military helped influence the direction of consulting by
addressing the issues of efficiency. Additionally, the labor unions challenged
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"exploitative" management principles, which lead to the emphasis on people, rather than
things (Cody, 1986). Ludwig Von Bertalanffy introduced systems theory in 1950
(French & Beli 1995). Following systems theory was the organic view of the
organization that was presented by Burns and Stalker in 1961 (French & Bell, 1995).
The first professional orga.niz.ation was the Association of Consulting
Management Engineers (ACME), which was started in 1933 (Cody, 1986). The
American Society for Training and Development followed in 1944, and currently serves
28,000 professionals. The Organization Development Network was established in the
1960's with their mission ''to provide practicing OD professionals with forums to
increase knowledge of current theory, art and application of organizational development.
It is also to promote professionalism thorough exchange, collaboratio~ and education"
(OD Network, 1998).
As with most fields, understanding the current trends, and preparing for new ones
is critical to remaining competitive in a field. Tuller, claims that:

to survive and prosper in the years ahead, management consultants must become
cutting-edge consultants, conversant with the latest technologies and management
techniques. They must not be afraid to experiment. They must not be leery of
new methodologies and procedures. They must throw off the shackles of their
traditional market niches, reorganize their firms, learn new skills, and carve out
market niches that meet their specialized expertise. (1992, p. 7)

As the market changes in the twenty-first century, consultants must remain flexible

enough to adapt to the new demands. Expectations for consultants are rising. Clients are
much more savvy in their decision to choose a consultant and are able to evaluate a
consultant's performance better, since many have served as consultants previously
(Tepper, 1995).
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Expectations for consultants to follow through with implementation have also
increased (Tuller, 1992; Tepper, 1995). Tuller declares that ''Problem-solving advice is
not enough. Consultants must also stand ready to help with the implementation of their
recommendations" (1992, p. 9). Tuller further explains that "clients want sophisticated
answers to complicated problems. They want long-term gains, not quick fixes. They
want solutions, not just advice" (1992, p. 4). Another increased expectation is for
professional, full-time consultants (Tepper, 1995).
Tepper (1995) observed several major changes in the management consulting
industry. These changes include: moving to home offices, using relationship marketing,
being hired for specific projects instead of retainers, and a rise in female consultants.
Specific markets with much opportunity for consulting include: specialty and technical
projects, general management, troubled companies, small businesses, and government
contracting (Tuller, 1992). There is also much agreement that international consulting is
growing (Collins, 1997; Metzger, 1989; Tuller, 1992). Understanding the impact of
globalization affects not only how the consultant helps in guiding a company, but also
reaching across waters to gain new clients.

Role of Consultant
Why do companies retain consultants? Clarkson (1993) offers three reasons why
companies use consultants: for the broad experience that seasoned consultants bring by
working with hundreds of companies, focus and immersion into a specific problem, and
the objectivity that an outside person brings. Gilley & Coffem (1994) ranked eight of the
most fundamental purposes of the internal consultant. In order from highest to lowest,
these are: providing information, solving problems, conducting an effective diagnosis,
providing recommendations, implementing change, building consensus and commitment,
facilitating client learning, and improving organizational effectiveness (Gilley & Coffern,
1994).
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Cody (1986) identifies several major views of the management consultants' role,
including: experts, researchers, efficiency experts, confidants for managers, objective,
management 's spokesperson, ''king makers," analysts, expensive temporary employees,
educators of management, investigators, and people in between jobs (viii). Gilley and
Coffern (1994) view the consultant as an information specialist, fact-finder,
trainer/educator, advocate,joi nt problem-solver, and identifier of alternatives, process
counselor and objective observer/reflector.
Internal and external consultants may perform many of the same tasks or
interventions; however, there are differences in the dynamic of the consulting process.
Cummings (1997) notes that internal consultants are insiders who "have intimate
knowledge of the organization and its dynamics. They know the organization 's culture,
informal practices, and sources of power. They have access to a variety of information,
including rumors, company reports, and direct observations" (p. 52).

Skills
Successful consultants must continuously refine and develop a wide range of
skills. "Much of the literature about the skills and knowledge of an effective OD
practitioner reveals a mixture of personality traits, experiences, kinds of knowledge, and
skills assumed to lead to effective practice" (Cummings, 1997). Organizational
consultants may prioritize the most important skills differently; however, there is much
agreement on many critical skills for an organizational consultant to possess.
Good communication skills were consistently noted in the research. Many
identified effective oral communication skills as important to the success of the
organizational consultant (Nevis, 1987; Garratt, 1991; Tuller, 1992; Shepard & Raia,
1981). Part of strong oral communication includes listening well (Tepper, 1995; Holtz,
1988; Shepard & Raia, 1981 ). Proficient writing skills are also essential for preparing
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reports and presentations (Holtz, 1988; Tuller, 1992; Kennedy, 1997; Garratt, 1991;
Shepard & Rai~ 1981).
The message being communicated by the consultant must be well thought out and
analyzed appropriately. Possessing strong analytical and problem solving skills are
foundational to the entire consulting process (Tepper, 1995; Holtz, 1988; Shepard &
Rai~ 1981). Schein, reports "the most important skill to be imparted to the client is the
ability to diagnose and work on his own problems in the task, interpersonal, group, and
organizational area" (1988, p. 180). Cohen (1991) also stresses the importance of the
correct diagnosis of the problem, and the ability to discover viable solutions.
Garratt's (1991), research resulted in a list of some of the preferred qualities for
consultants. The list included characteristics like: Empathy, integrity, flexibility,
openness and sharing, confidence, intelligence, reliability, imagination, ability to accept
criticism, pragmatic, and constructive, patience, and well-mannered. Hill (1993)
indicates consultants should be able to coach, teach, facilitate groups, work at policy
levels, negotiate, and manage conflicts.
In addition to the skills and qualities of a consultant, one must possess knowledge
relevant to their organizational market niche. For example, Tuller (1992) identifies
several knowledge bases needed by consultants: social consciousness, psychological
theories, and a global perspective. Technological advances have added a new dimension
to consulting including proficiency with a computer (Tuller, 1992; Holtz, 1988), and
other office technology assists a consulting practice significantly. Shepard and Raia
(1981) conducted a delphi research study with 65 experts in the organiz.ational
development field. This panel deemed: social psychology, industrial psychology, cultural
anthropology, policy analysis, psychopathology and therapy, systems engineering and
analysis, and manufacturing research and development to be important collateral
knowledge bases for people working in the field of organizational development.
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Marketing is perhaps the single most critical aspect of continuing a consulting
practice. "Although marketing is the most important set of skills for success-even for
mere survival-all the skills must be brought into play in building and maintaining a
successful consulting practice" (Holtz, 1988, p. 23).

Marketing
Marketing is another skill for maintaining a successful consulting practice.
Informed marketing is a skill required in order to compete in a field where there is no
regulation or requirement for those who call themselves, "consultant." Holtz, proclaims
that

... Nothing in any venture is as important as marketing. No matter how good
your product or service, no matter how honest you dealings, no matter how
beneficial the results, if you do not market successfully-do not, that is, persuade
enough people to buy what you offer-all those virtues and benefits are wasted:
You will not have enough clients enjoying those benefits for your practice or any
venture within it to survive. (1987, p. 6)

One way to obtain consulting work is through personal referrals from previous clients.
Referrals from former employees, clients, vendors, and others are critical for developing
a strong base of clients (Bellman, 1990; Shenson, 1990; Cohen, 1991; Schiffinan, 1988;
Garratt, 1991; Tepper, 1995). Waller (1988) found in her survey questionnaire that 60
percent of training consultants cited word-of mouth referrals to generate the majority of
their consulting clients.
Developing strong relationship with clients, other consultants, and community
members is key to insuring good referrals (Shenson, 1990; Tepper, 1995). One way to
maintain good relations with others, is to keep them informed with a newsletter (Cohen,
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1991; Tuller, 1992; Holtz, 1988). Hopkins believes using "thank you" notes is an
important way to maintain referrals (Tepper, 1985).
Writing is another medium, which has assisted many consultants in gaining the
recognition that is necessary for launching their consulting career. Articles published in
trade journals and magazines have been proven to be an effective tool to demonstrate a
consultant's expertise (Tepper, 1985; Metzger, 1989; Cohen, 1991; Bellman, 1990;
Tuller, 1992; Garratt, 1991; Holtz, 1988). Authoring books is another way to reach
potential clients (Bellman, 1990; Cohen, 1991; Tuller, 1992; Garratt, 1991; Tepper,
1995). Providing informative news releases (Tepper, 1995; Cohen, 1991; Tuller, 1992;
Holtz, 1988), and submitting letters to the editor (Cohen, 1991; Tuller, 1992) are helpful
in promoting good name recognition. Another way to introduce one's services is through
a sales letter (Tepper, 1985; Metzger, 1989; Cohen, 1991; Schiffinan, 1988; Holtz, 1987).
Additionally, providing a brochure with a sales letter or when meeting new prospects
may be helpful in clarifying who the consultant is and what services may be offered
(Cohen, 1991; Garratt, 1991; Holtz, 1988).
Another effective medium for marketing is conducting seminars that promote
services and demonstrate expertise (Cohen, 1991; Schiffman, 1988; Tuller, 1992; Garratt,
1991; Tepper, 1995). The lecture circuit is another opportunity to gain recognition
(Tepper, 1985; Metzger, 1989; Tuller, 1992; Garratt, 1991). Presentation s and seminars
were identified by 7.5 percent of training consultants in Waller's survey questionnaire
(1988). Teaching in colleges or adult education courses may increase credibility, and
expand networks (Cohen, 1991; Tuller, 1992; Garratt, 1991). Mass recognition may be
cultivated by participating on radio shows or television talk shows (Tuller, 1992; Garratt,
1991; Tepper, 1995). "Cold calling" may be an effective marketing tool to reach
potential clients (Cohen, 1991; Schiffman, 1988; Tepper, 1995). Schiffman (1988), notes
that
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beginning consultants shy away from cold calling because they consider it
uninteresting, low-level work. This is, potentially, a catastrophic strategic error.
As we've learned, there is a number of other marketing techniques available, but
none is as tailor-made to beginning practice as cold calling. (p. 91)

Waller (1988) reported that 9 percent of training consultants in her survey reported cold
calling as the main source of acquiring clients. Cold calling may subject one to
significant rejection, however, the temporary discouragement is many times worth longterm rewards (Cohen, 1991).
Active participation in community activities is an essential part of a good
marketing plan. Selecting carefully which professional organizations to join is also
important to networking (Cohen, 1991; Garratt, 1991). Involvement in social
organizations or volunteer work is personally and professionally rewarding (Cohen,
1991; Tuller, 1992). Engaging in community, professional, and social activity helps to
build a stellar, dedicated reputation. Shenson, exhorts consultants to build and
communicate

an image ofbeing one who advances the state of the art, cutting-edge, respected,
informed, sought-after, and even well connected should be the foundation of any
marketing plan. The most successful have worked hard to establish a reputation
as the leading authority within their niche market or specialty. (1990, p. 4)

Waller (1988) notes that 20.7 percent ofher subjects reported that personal contacts and
networking are their main sources of generating consulting clients. Projecting a wellrespected image may enhance consulting opportunities dramatically.
Possessing some understanding of the market is important in developing a solid
marketing plan (Shenson, 1990). Shenson (1990) emphasizes the importance of finding a

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

32

special niche market. Holtz (1987) outlines a marketing mode4 which begins with
determining assets, surveying the current market, making decisions based on the assets
and market survey, planning the campaign, and carrying it out.
There is no consensus in the consulting field whether advertising is worthy
enough to invest in. Many question whether advertising is cost-effective (Schiffman,
1988; Garratt, 1991). Green (in Tepper, 1995) points out that consulting opportunities
spring from relationships not advertising. Cohe~ notes some of the change in attitude
toward advertising:

Until fairly recently, the advertising of consulting services was not particularly
common. Today a number of different types of consultants are using it
successfully. Executive search consultants, for instance, advertise in magazines
or trade journals in their areas of specialty. Since potential clients in certain
industries prefer to deal with specialists, these ads are often successful. However,
advertisements for other consulting services are less successful; some are even
prohibited by professional consulting associations. (1991, p. 35)

Tuller (1992) suggests that tastefu4 strategic advertising is useful to gain clients. There
are many issues to consider when developing a marketing plan. Determining who the
potential client is, is the first step to discovering what that client is looking for, and next
how to present services in a way that the client understands their need for these services.

Interventions

Managing and facilitating change is a fundamental component of organizational
consulting. Needs assessments determine what the changes should be, and interventions
are the impetus to create substantive change. French and Bell define interventions as
''planned activities clients and consultants participate in during the course of an
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organization development program. These activities are designed to improve the
organization's functioning by helping organization members better manage their team
and organization cultures and processes" (1995, p. 156). For example, a team that is
dealing with issues of poor communication may use an education and training
intervention to help improve the team's communication.
Some of the earliest interventions included: survey feedback, team building, intergroup conflict resolution, and role analysis (French & Bell, 1995). The next phase of
interventions introduced sociotechnical systems theory (STS), quality of work life,
parallel learning structures, work redesign, and strategic planning (French & Bell, 1995).
The most current interventions respond to organizations through large-scale change
models, high-performance work systems, and self-directed teams (French & Bell, 1995).
Much like the Hawthorne studies (Peterson, 1991), which suggest that subjects
respond differently if they know they are being observed, the actual presence of an
organizational consultant stimulates change.

It is as ifwe consultants become minor totems. We stand for what the
organization strives for; therefore, the people invested in this striving behave
differently around us. Or perhaps it is like being on one's best behavior when
company comes or behaving well in the presence of a person "of the cloth."
(Bellman, 1990, p. 99)

There are many factors needed to create an environment that fosters positive change; two
critical factors include a thorough need assessment, and a careful selection of
interventions.
Moore (1984) offers seven main types of strategies for intervention including:
workshop, lecture, case study, management games and simulations, role playing and
psychodrama, sociometry, and communication games. Blake (1983) identifies five
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approaches to intervention, including theory and principle comparison, prescription,
confrontation, data collection, and acceptance.
Subjects in Waller's (1988) survey questionnaire identified ten major concerns of
consulting including: inter-group conflict, communication problems, organizational
cultural change, team building, management development, organizational restructuring,
productivity problems, management transition (mergers), long range planning, and
leadership development. The most commonly cited intervention was team building,
which was noted for nine of the concerns. ''Probably the most important single group of
interventions in OD are teambuilding activities, the goals of which are the improvement
and increased effectiveness of various teams within the organization" (French & Bell,
1995, p. 171). Bottger & Yetton (1987) found that group performance was significantly
improved by individual problem solving training.
Other interventions indicated by Waller's training consultant subjects included:
survey feedback, confrontation meeti.i.ig, third party peacemaking, training group,
structural design, role analysis, management coaching, action research, and visioning,
TQM, implementation of management objectives, assessment centers, job design, and
strategic planning (1988). French and Bell (1995) identify fourteen families of OD
interventions, which include activities such as: diagnostics, team building, inter-group,
survey feedback, education and training, technostructural or structural, process
consultation, grid organization development, third-party peacemaking, coaching and
counseling, life and career planning, planning and goal-setting, strategic management,
and organizational transformation. Each of these major families of interventions consists
of various tools, which may further be classified by the focus of intended participants
such as: individuals, dyads, teams and groups, inter-group relations, and the total
organization (French and Bell, 1995).
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Summary of Literature Review

In summary, there are many weaknesses in the research of organization
development. From a tradi6mal scientific lens, many ofth~se ~dies lack control
groups, improvements are ambiguous, true experimental designs are seldom used, and
many have serious questions about their internal and external validity (French & Bell,
1995). Organizational studies seem to be more conducive to "action research," than to
the rigors of traditional science. Meta-analysis has become a popular new method to
analyze many studies to determine the true impact of the independent variables.
Consultants must remain flexible to respond to their clients increased demands.
Clients expect more than advice and quick fixes; they are looking for solutions, help with
implementation, and long term progress (Tuller, 1992). Consultants have become an
integral part of the corporate culture in America. Their role in the organization may be as
a confidant, ex.pert, educator, investigator, spokesperson, or analyst (Cody, 1986).
Responding to these various roles takes much skill and experience. There are countless
skills identified by researchers and authors of organizational consulting. Much of the
agreement regarding skills suggests the importance of developing strong oral and written
communication, analytic, intra-personal, entrepreneurial, and cross-cultural skills. The
literature also concludes that being an outstanding consultant is not enough, with out the
proper marketing of services to gain clients. Even internal consultants require
appropriate informal marketing and the support and validation of others in the
organization. The biggest emphasis is on relationship marketing, which results in good
referrals. Additional strategies include marketing through writing books and articles,
community involvement, conducting seminars, presentations, teaching classes, and
through the media
This review of literature confirms the need to provide additional research on
organizational consultants. Specifically, there is a call to test findings in previous studies.
For example, the families of interventions identified by French & Bell (1995) will be
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used in the intervention section of the questionnaire. Finally, Waller's (1988) national
survey of training consultants will serve as a model for this study.
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Chapter 3

Research Design & Methodology
A descriptive survey questionnaire was employed to aid in this investigation.
"The fundamental purpose of survey research is to describe the characteristics or
variables in populations by directly examining samples" (Smit~ 1987, p. 226). The selfadministered questionnaire consists of questions revised from Waller's (1988) national
survey of training consultants and original questions. This questionnaire was designed to
determine the: background and preparation needed to be an Organizational Consultant;
interventions and resources most commonly used; level of job satisfaction; and
distinctions between types of consultants. Individual questions were updated according
to the review of the literature and insights from the expert panel and pilot study. It is the
intent ofthis survey questionnaire to "provide an accurate and efficient means of
describing people's thoughts, opinions, and feelings" in relation to the above
aforementioned areas of inquiry (Shaughnessy & Zechmeister, 1994, p. 144).

Subjects
The population consists of all organizational consultants in San Diego County
who are current members of either of the identified professional organiz.ations. The two
professional organizations utilized are the American Society for Training and
Development (ASTD), and Organization Development Network (OD Network). ASTD
was founded in 1944, and is the largest professional organization for Human Resource
development in the world. The San Diego chapter emerged in 1947. ASTD is "an
international association for people with training and development responsibilities in
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business, industry, education, government, public service and other arenas of human
resource development" (ASTD, 1997a, p. 1). The vision of ASTD in San Diego is "to act
as a role model and premier resource for Training and Development in the San Diego
community" (ASTD, 1997b). The OD Network was informally started in the 1960's, and
founded their San Diego chapter in 1982. The mission of OD Network is ''to provide
practicing OD professionals with forums to increase knowledge of current theory, art and
application of organizational development. It is also to promote professionalism through
exchange, collaboration, and education" (OD Network, 1998). Together, these
organizations have 654 members.

It was not assumed that each member of the aforementioned organizations is
actually an organizational consultant. To account for other non-consultant members such
as: students, prospective clients, future consultants, and affiliates of the field, there was a
question on the reverse side of the informed consent form, which served to identify nonconsultants. Non-consultants were instructed to indicate in the appropriate box that
he/she is not a consultant and return the "ineligible to participate" postcard. All members
in the San Diego chapters of the ASTD and the OD Network who identify themselves
with at least one of the organizational consulting titles (Executive Coach, Feedback
Specialist, Motivational Speaker, Trainer, Educator, or Consultant) were invited to
participate. Members of each organization were cross-referenced to determine how many
have dual memberships. Members who have dual memberships received only one survey
questionnaire. This reduced the number of potential subjects from 654 to 604. Sixty-five
potential subjects returned the "ineligible to participate" postcard, which reduced the
number of eligible subjects to 539. Four survey questionnaires were returned with ''not
deliverable" status, and one was not living or working in San Diego County; these five
reduced the final subject pool to 534. This allowed for a more accurate account of true
subjects. One hundred-thirteen returned completed questionnaires, which resulted in a
21 % response rate.
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Materials
The descriptive survey question naire used in this study was modeled after
Waller's (1988) Organizational Develop ment Activities Survey. Waller's survey was
reviewed and evaluated by seven organizational development experts from the Universi ty
of San Diego and San Diego State University. The current survey question naire was
updated according to the findings in the current literature. After the prelimin ary
revisions, seven experts in the organizational consulting field reviewed the survey
questionnaire. Feedback from these professionals were used to develop the final revision
of the survey. The questionnaire consists of nineteen, open-ended, and partially closedended items. Questions seek informat ion regarding attributes, behaviors, beliefs, and
attitudes pertaining to the field of organizational consulting. The survey questionnaire
(see appendix B) was divided into four sections including: a) the backgrou nd and
preparation needed to be an Organiza tional Consultant, b) interventions most common ly
used, c) professional resources, d) level of job satisfaction and :frequency of
organiz.ational activities.
The recipients' address was printed directly on to a first class stamped envelope.
Alreck & Settle (1985) confirm that using first class postage ensures the best possible
response to the survey questionnaire. The recipient 's packet included a self-addressed
stamped envelope to make it convenie nt to respond to. By stamping the return envelope,
"many feel almost obligated to return the questionnaire" (Alreck & Settle, 1985, p. 214).
Cover letters were enclosed with endorsem ent of the survey question naire from each of
the organization's Presidents.

Procedure
After the revisions from the expert panel were complete, a pilot study was
conducted. Alreck and Settle recomme nd,

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

40

the preparation and mailing of the survey must receive very careful attentio~ so
that every detail will be handled properly and mistakes or inadequacies kept to an
absolute minimum This may require testing and revision or a "pilot" data
collection project, to insure the effective performance of the mailing. (1985,
p. 193-194)

The pilot was given to volunteers who are part of one of the special interest groups in
ASTD. At the end of the questionnaire there was an additional page which asked four
simple questions regarding the understandability of instructions, clarity of the questions,
and ease of answering the questions (Fowler, 1993), and time spent to complete the
questionnaire. Results of the pilot were incorporated into the final revision of the
questionnaire.
The revised survey was mailed to the 604 subjects in the aforementioned
professional organizations. The Survey packet included: questionnaire; cover letter (see
appendix A); self-addressed, stamped envelope; letter of endorsement from the President
of the professional organization; and stamped informed consent form
The questionnaire was coded to make follow-up of non-respondents easier. The
cover letter served to introduce the research and importance of participation. It also
explained the purpose of the coding on the questionnaire and the precautions taken to
protect their anonymity. After the initial mailing of questionnaires, reminder cards were
sent two weeks later to encourage subjects of the importance of completing the
questionnaire (Dillm~ 1978).
After data had been collected, the questionnaire was coded and the results were
input into Jvficroso:ft Excel computer program for analysis. Descriptive statistical analysis
was employed. Three of the questions in the background and professional preparation
section required the calculation of the me~ standard deviatio~ and the number of
subjects answering the question. The rest of the questions involve categorical data,

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

41

which were reported in frequency tables in the results section of the dissertation. The
frequency tables display the number of subjects who answered the question, along with
the number of responses for each question. In addition to tables displaying the data, there
is also a supplemental written explanation of each question. Additional comments and
conclusions are included in the discussion section of the dissertation.
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Results
The results from the Organizational Consulting Survey Questionnaire are reported
in this chapter. The chapter is divided into seven sections. The first six sections report
the results of the six types of organizational consultants, which include: Executive Coac~
Feedback Specialist, Motivational Speaker, Trainer, Educator, and Consultant. See
Appendix D for chart of major findings. The final section reports the results of all the
subjects combined. Many subjects identify him/herself with more than one consulting
title, therefore, the results of a subject may be reported in more than one profile.

Executive Coach
There were 22 Executive Coaches who completed the survey questionnaire. All
22 subjects answered the question regarding gender. Sixty-eight percent identified
themselves as female, and 32% male (see figure 1).

Figure 1. Executive Coach=Gender
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Ninety-one per cent of Executive Coaches reported being Caucasian. In additio~
4.5% reported being Black and 4.5% "other" (see figure 2). All 22 subjects responded to
this question.

Figure 2. Executive Coach-Ethnicity/Race
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Half of Executive Coach subjects reported possessing a Master's degree.
Executive Coaches with Doctoral degrees consisted of36.4% of the sample. Four and a
half percent of subjects reported having a High School diploma. Additionally, 4.5%
reported Associates degrees, and 4.5% Bachelor degrees (see figure 3). One hundred
percent of Executive Coach subjects answered this question.
The most common degree specialization for Executive Coaches was Psychology
with 28.6% of subjects (14.3% did not specify a particular type of Psychology degree;
4.7% possessed a Health Psychology degree, 4.7% a Counseling degree, and 4.7% an
Industrial Organizational degree). Organization Development was the next most
common area of specialization with 14.3% of subjects. Leadership, Public
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Administration, Education, and Business were each reported by 9 .5% of respondents.
Chemistry, Economics, Human Resources, and Law were additional specialties each
reported by 4.8% of subjects (see figure 4). Twenty-one out of twenty-two Executive
Coaches answered this question.

Figure 3. Executive Coach-Highest Degree Held
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Figure 4. Executive Coach-Area of Specialization
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Twenty of the twenty-two Executive Coaches responded to the question of how
many years he/she had worked in the field. The mean years of working in the field of
executive coaching, was 13 (see figure 5). The standard deviation was 16.6.

Figure 5. Exec. Coach-Years Working in Organizational Consulting

The mean number of hours worked each week by Executive Coaches is 40.5. The
standard deviation is 16.6 with 22 respondents. This includes the mean of coaches who
work part-time and full-time (see figure 6).

Figure 6. Executive Coach-Average Number of Hours/Week
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Out of the 22 executive coaches, 54.5% were external to the organization, 36.4%
internal, and 9 .1 % were both internal and external (see figure 7).

Figure 7. Executive Coach-Type of Consultant
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Twenty-two executive coaches answered the question about the number of
associates they work with, 42.9% work alone, 9.5% work with one other person, 19%
work with two-three others, 9.5% work with 3-7 others, and 19% work with 7 or more
associates (see figure 8).
The biggest organizational concern of Executive coaches is team/group issues,
which was reported nine times by subjects. Management issues were noted six times and
leadership five times. Concerns related to conflict were identified five times.
Communication, career issues, and organizational effectiveness and learning were each
reported four times. Change issues, hiring/retention, and motivation issues, were each
mentioned three times (see figure 9).
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Figure 8. Executive Coach-Number ofAssociates work with

Alone 1 Other

2-3
Other

3-7
Other

7 or

more

Figure 9. Executive Coach-Organizational Concerns
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The most commonly used interventions for team and group issues are team
building, inter-group activities, and education/training. Management issues utilize
coaching/counseling, and planning/goal setting. Leadership Concerns are dealt with
through education/training, coaching/counseling, and survey feedback.
In genera~ the most frequently used intervention used by executive coaches was
coaching/counseling, which was reported 30 times. The next most frequently cited
intervention was education/training, which occurred 22 times. Planning/goal setting
followed with 20 citations. Team building was mentioned 19 times; survey feedback, 17;
life/career planning, 13; and process consultation, 11 (see figure 10).

Figure I 0. Executive Coach-Interventions
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The most valuable courses taken by Executive Coaches were Organization
Development, Organization Behavior/Change, Management, Testing/Measurement, and
Public Administration (see figure 11). A course in Organization Development was cited
by six subjects, and Organization Behavior/Change by four. A management course
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followed with three citations. Public Administration and Testing/Measurement were both
mentioned by two subjects each.

Figure 11. Executive Coach-Courses
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The workshop topics most frequently cited by executive coaches included:
Coaching, OD Network Annual Conference, Situational Leadership, and Myers-Briggs
Type Indicator. Attending a workshop on Coaching was noted by four executive
coaches, OD Network annual conference by three, Situational Leadership and the MyersBriggs Type Indicator were each mentioned by two subjects (see figure 12).

Figure 12. Executive Coach-Workshops
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Six Executive coaches recommended the book The Fifth Discipline, followed by
four recommendations for Seven Habits of Highly Effective People. The following books
were each noted by two executive coaches each: Integrated Strategic Change: How
Organization Development Builds Competitive Advantage, Performance Consulting,
Successful Manager's Handbook, and Team Handbook (see figure 13). See Appendix C
for complete bibliographic information.

Figure 13. Executive Coach-Books
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Fourteen Executive Coaches noted the OD Network as a helpful professional
Organization. ASID was mentioned by 12 subjects, followed by the AP A (American
Psychological Association), which were noted by two subjects (see figure 14).
The most frequently cited leadership issue that Executive Coaches deal with is
leading change. Other noted concerns include: empowering employees, delegating
properly, developing a supportive and successful organizational culture, developing a
vision and defining goals, and providing appropriate feedback (see figure 15).
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Figure 14. Executive Coach-Professional Organizations
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More collaboration and networking was the strongest suggestion to be a more
effective Executive Coach, which was reported by five subjects. Other suggestions
included: more experience (4 subjects), time (3 subjects), follow up (3 subjects),
listening skills (2 subjects), and marketing (2 subjects) (see figure 16).
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Figure 16. Executive Coach-More Effective
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Executive Coaches ranked the frequency of job activities from highest to lowest
with coaching the number one activity, followed by (in order) diagnosis, feedback,
training, interviewing, follow up, report writing, and marketing (see figure 17).

Figure 17. Executive Coach-Job Activities
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Seventy percent of the Executive coaches that filled out the survey questionnaire
made over $50,000 annually. Twenty out of twenty-two Executive Coaches answered the
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question regarding salary. Five percent earned less than $25,000, 25% reported between
$25,000-$50,000, 35% between $50,000-$75,000, 15% between $75,000-$100,000, 10%
between $100,000-$125,000, and 10% over $125,000 (see figure 18).

Figure 18. Executive Coach-Salary Range
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Over 81 % of Executive coaches in the sample consider themselves as very
satisfied or satisfied. All 22 Executive Coaches answered the question regarding degree
of satisfaction (see figure 19). Specifically, 59.1% indicated that he/she is very satisfied
with their work, 22.7% satisfied, 13.6% moderately satisfied, and 4.5% are not satisfied.

Figure 19. Executive Coach-Job Satisfaction
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Feedback Specialist
There were 11 Feedback Specialists who completed the survey questionnaire . All
11 subjects answered the question regarding gender. Fifty-four and a half percent
identified themselves as male, and 45.5% female (see figure 20).

Figure 20. Feedback Specialist-Gender

Female

Male

Ninety-one percent of Feedback Specialist reported being Caucasian. In addition,
9% reported other ethnicity/race (see figure 21). All 11 subjects responded to this
question.
Forty-five and a half percent ofFeedback Specialists subjects reported possessing
a Doctoral degree. Subjects with Master degrees consisted of36.4% of the sample. In
addition, 18.2% reported completing a Bachelor degree (see figure 22). One hundred
percent of Feedback Specialist subjects answered this question.
The most common degree specializ.ation for Feedback Specialists was Psychology
with 45.5% of subjects (specifically, 18% possessed Industrial Organization al
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Psychology degrees, 9% Health Psychology, and 18% did not specify which type of
Psychology degree). Leadership was reported by 18% of respondents. Education,

Figure 21. Feedback Specialist-Ethnicity/R.ace
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Figure 22. Feedback Specialist-Highest Degree Held
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Chemistry, Organization Development~ and Political Science were each reported by 9%
of the subjects (see figure 23). All 11 Feedback Specialists answered this question.

Figure 23. Feedback Specialist-Area ofSpecialization
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All 11 Feedback Specialists responded to the question of how many years he/she
had worked in the field. The mean of years working in the field was 12 (see figure 24).
The standard deviation was 5 .82.

Figure 24. Feedback Specialist-Years Working in Org Consulting
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The mean number of hours worked each week by Feedback Specialists is 44. 72.
The Standard deviation is 18.43 with 11 respondents (see figure 25). The mean of hours
work includes the Feedback Specialists who work part-time and full-time.

Figure 25. Feedback Specialist-Average Number of Hours/Week

Out of the 11 Feedback Specialists participating, 54.5% were external, 36.4%
were internal, and 9 .1 % were both internal & external consultants (see figure 26).

Figure 26. Feedback Specialist-Type of Consultant
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Ten out of the 11 Feedback Specialist subjects answered the question about the
number of associates they work with. Half of the respondents work alone, 10% work
with one other associate, 20% work with 2-3 others, and 20% work with seven or more
people (see figure 27).

Figure 27. Feedback Specialist-Number ofAssociate s work with
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The highest frequency of organization al concern of Feedback Specialists was
Team issues, which was reported four times by subjects. Career, leadership, and
management issues were each noted by three subjects. Concerns related to hiring and
retention was noted twice (see figure 28).
The most commonly used intervention by Feedback Specialists for team issues
was team-buildin g activities. For career concerns Feedback Specialists used survey
feedback. Team building, survey feedback, education/training were most commonly
used for leadership concerns. Feedback Specialists used coaching/cou nseling, and
life/career planning to address management related concerns. Education/tra ining was the
intervention of choice for hiring and retention.
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Figure 28.

Feedback Specialist-Organizational Concerns
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In general, the most frequently used interventions by Feedback Specialists were
education/training, and coaching/counseling, which were noted 16 times each. Team
building activities was noted ten times with various concerns. Survey feedback
life/career planning, and planning/goal setting were each mentioned nine times. Process
consultation and other intervention were both mentioned five times each (see figure 29).

Figure 29.

Feedback Specialist-Interventions

00
C

~
8

u

~

...
>

::I

rn

...

QJ

.s
0

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

60

The most valuable courses taken by Feedback Specialists were: Organization
Development, Organization Behavior/Organization Change (OB/Org. Chg.),
Testing/Measurement, Management, and Leadership (see figure 30). A course in
Organiz.ation Development, Organiz.ational Behavior/Organization Change and
Testing/Measurement were each cited by three subjects. Two subjects noted a course in
Management, and one in Leadership.

Figure 30. Feedback Specialist-Courses
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The workshops most :frequently cited by Feedback Specialists included:
Coaching, Creative Training Techniques, and the Myers-Briggs Type Indicator. Three
subjects noted workshops on coaching. Two subjects mentioned Creative Training
Techniques, and two noted the Myers-Briggs Type Indicator (see figure 31).
Four Survey Feedback Specialists recommended the book The Fifth Discipline or

Fifth Discipline Fieldbook. Seven Habits ofHighly Effective People was cited by three
people and Successful Manager's Handbook by two people (see figure 32). See
Appendix C for more bibliographic information on books.
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Figure 31. Feedback Specialist-Workshops
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Figure 32. Feedback Specialist-Books
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Six out of eleven Feedback Specialist participants noted the OD Network as a
helpful professional organiz.ation. Five subjects reported the ASTD to be helpful. Each
of the following professional organizations were noted by one Feedback Specialist, these
included: AP A (American Psychological Association, AMA (American Management
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Association), CWIG, ISPI (International Society of Performance Improvement), NTL,
PCMA (Professional Coaches & Mentors Association), and the Center for Creative
Leadership (see figure 33).

Figure 33. Feedback Specialist-Profession Organiza.ions
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Figure 34. Feedback Specialist-Leadership Issues
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There was not one particular leadership issue, which Feedback Specialists agreed
was universal. Some of the leadership issues which were identified included: congruence
in modeling; implementation; balancing structure & innovation; lack of time,
organization, & skilled assistance; participative leadership (leadership styles); delegating;
boundaries; not good selection of leaders; and values driven leadership (see figure 34).
Additional stafli'assistance was the most frequently cited suggestion to be a more
effective Feedback Specialist (3 subjects). Other suggestions from Feedback Specialists
included: networking (2 subjects), more time (2 subject~), coach/mentor (2 subjects), and
more technical skills (2 subjects) (see figure 35).

Figure 35. Feedback Specialist-More Effective
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Feedback Specialists ranked the frequency of job activities from highest to lowest
with feedback the number one activity, followed by (in order) diagnosis, training,
coaching, interviewing, follow up, report writing, and marketing (see figure 36).
Eighty percent of participating Feedback Specialists earned over $50,000
annually. Ten out of eleven subjects answered this question on salary. Twenty percent
earned between $25,000-$50,000, 30% reported $50,000-$75,000, 30% between
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$75,000-$100,000, 10% between 100,000-125,000, and 10% over $125,000 (see figure

37).

Figure 36.

Feedback Specialist-Joh Activities
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All 11 Feedback Specialist subjects answered the question regarding job
satisfaction. Over 90% of Feedback Specialists consider themselves satisfied or very
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satisfied with their job. Fifty-four and a half percent indicated very satisfied in their job.
Thirty-six percent are satisfied, and 9% are moderately satisfied with their job (see figure
38).

Figure 38. Feedback Specialist-Job Satisfaction
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Motivational Speaker
There were 12 Motivational Speakers who completed the survey questionnaire.
All 12 subjects answered the question regarding gender. Fifty-eight percent identified
themselves as female, and 42% male (see figure 39).

Figure 39. Motivational Speaker-Gender
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Eighty-three and a third percent of Motivational Speakers reported being
Caucasian. In additio°' 8.3% reported being Black and 8.3% other (see figure 40). All
12 subjects responded to this question.
All 12 Motivational Speaker participants answered the question regarding level of
education. The most common level of education for this sample was a Bachelor degree
with 41.7% of the sample. Subjects with Doctoral degrees consisted of33.3% of the
sample. In additio°' 16.7% reported completing a Master degree, and 8.3% a High
School diploma (see figure 41).
The most common degree specialization for Motivational Speakers was
Psychology with 25% of the subjects. Leadership was reported by 16.7% of the subjects
along with Business with also 16.7% of subjects (see figure 42). Political Science,
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Management, Law, Economics, and Communication were each reported by 8.3% of
Motivational Speakers. All 12 Motivational Speakers answered this question.

Figure 40. Motivational Speaker-Ethnicity/Race
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Figure 41. Motivational Speaker-Highest Degree Held
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Figure 42. Motivational Speaker-Area of Specialization
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Ten out the 12 Motivational Speaker subjects responded to this question of how
many years he/she had worked in the field. The mean of years working in the field was
10 (see figure 43). The standard deviation was 6.51.

Figure 43. Motivational Speaker-Years Working in Org. Consulting
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The mean number of hours worked each week by Motivational Speakers is 38
(see figure 44). The standard deviation is 15.5. This includes the mean of Motivational
Speakers who work part-time and full-time.

Figure 44. Motivational Speaker-Average Number of Hours/Week
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Most Motivational Speakers identified him/herself as an external consultant
(83.3%). Additionally, 16.7% identified him/herself as being both an internal and
external consultant (see figure 45). All 12 Motivational Speaker responded to the
question regarding type of consultant.

Figure 45. Motivational Speaker-Type ofConsu/,tant
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Half of the Motivational Speaker respondents work alone. Twenty-five percent
work with one other associate, 16.6% work with seven or more associates, and 8.3%
work with 3-7 others (see figure 46). All 12 Motivational Speakers completed this
question.

Figure 46. Motivational Speaker-Num ber ofAssociates work with
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The largest organizational concern of Motivational Speakers is dealing with
change issues, which was reported four times by subjects. Career, team, and time
management was noted by three subjects each. Leadership skills, management,
communication, and motivation were each noted by two subjects each (see figure 47).
The most commonly used intervention by Motivational Speakers for change
related issues is planning and goal setting. For team issues Motivational Speakers use
team building exercises and education/training. Motivational Speakers use
education/training also for time management improvement.

In general, the most frequently used interventions by Motivational Speakers is
education/training, which was noted 24 times. Coaching and counseling was indicated 17
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times. Planning and goal setting was mentioned 16 times, and survey feedback 12 times.
Team building and life/career planning were each noted by 11 subjects each (see figure
48).

Figure 47.
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The most valuable courses taken by Motivational Speakers were: Public
Speaking, Leadership, and Research (see figure 49). The above three courses were each
noted by two subjects.

Figure 49. Motivational Speaker-Courses
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The workshops most :frequently cited by Motivational Speakers included:
Creative Training Techniques, Train the Trainer, and Situational Leadership (see figure
50). Each of the above mentioned workshops were mentioned twice by subjects.

Figure 50. Motivational Speaker-Workshops
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Five Motivational Speakers recommended the book, Seven Habits of Highly

Effective People. The book, How to Win Friends and Influence People was cited by two
subjects (see figure 51). See Appendix C for more bibliographic information on books.

Figure 51. Motivational Speaker-Books
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Nine out of twelve Motivational Speakers noted the ASTD as a helpful
professional organization. Four subjects mentioned the OD Network to be helpful, and
three subjects cited Toastmasters (see figure 52).

Figure 52. Motivational Speaker-Profession Organizations
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The most frequently cited leadership issue involved attempting to emoll others
into a vision (3 subjects). Two subjects cited applying theory to the workplace and being
congruent with words and actions. Other leadership issues included: balancing work load
and life, delegation, communication difficulties, courage to risk and change, motivating
others, additional staff: marketing, supervisory skills, and maximizing talents (see figure
53).

Figure 53. Motivational Speaker-Leadership Issues
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More networking and collaboration was the most frequently cited suggestion to be
a more effective Motivational Speaker (4 subjects). Other suggestions from Motivational
Speakers included Marketing (2 subjects), Coaching/Mentor (2 subjects), and
workshops/training (2 subjects) (see figure 54).
Motivational Speakers ranked the frequency of job activities from highest to
lowest with training the number one activity, followed by (in order) marketing,
interviewing, feedback, diagnosis, coaching, follow up, and report writing (see figure 55).
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Figure 54. Motivational Speaker-More Effective
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Figure 55. Motivational Speaker-Job Activities
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Half of participating Motivational Speakers earned between $25,000-$50,000.
Ten out of twelve subjects answered this question regarding salary. Forty percent earned
between $50,000-$75,000, and 10% report their income to be between $100,000$125,000 annually (see figure 56).
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Figure 56. Motivational Speaker-Salary Range
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All twelve Motivational Speakers answered the question regarding job
satisfaction. Over ninety-one percent of Motivational Speakers consider themselves
satisfied or very satisfied with their job. Seventy-five percent indicated very satisfied in
their job. Additionally, 16.7% noted satisfied, and 8.3% reported not satisfied (see figure
57).

Figure 57. Motivational Speaker-Job Satisfaction
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Trainer
There were 66 Trainers who completed the survey questionnaire. All 66
answered the question regarding gender. Seventy-one percent identified themselves as
female, and 29% male (see figure 58).

Figure 58. Trainer-Gender
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Ninety-four percent of trainers reported being Caucasian. One and a half percent
were Hispanic, 1.5% Asian, and 3% other (see figure 59). All 66 subjects responded to
this question.

Figure 59. Trainer-Ethnicity/Race
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All 66 Trainers answered the question regarding level of education. The most
common level of education for a trainer was a Master degree with 53% of the sample.
Subjects with Bachelor degrees consisted of25.8% of the sample. In additio~ 16.7%
reported completing a Doctoral degree, 3% an Associates degree, and 1.5% a High
School diploma (see figure 60).

Figure 60. Trainer-Highest Degree Held
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The most common degree specialization for Trainers was psychology with 20.6%
of the subjects (Specifically, 7.9% possessed Industrial Organization Psychology degrees,
and 4.8% had Counseling degrees). Business was reported by 12.7% of the subjects.
Education was cited by 7 .9% of subjects along with Leadership with also 7 .9% of
subjects. Organization development, human resources, communications, and counseling
were each reported by 4.7% of the Trainers (see figure 61). Management, organization
management, and training were each reported by 3 .2% of subjects. Sixty-three Trainer
subjects answered this question.
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Sixty-two out of sixty-six Trainers answered the question of how many years
he/she had worked in the field. The mean of years working in the field was 9 (see figure
62). The standard deviation was 12.15.

Figure 61. Trainer-Area ofSpecialization
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Figure 62. Trainer-Years Working in Organization al Consulting
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The mean number of hours worked each week by Trainers is 43.15 (see figure
63). The standard deviation is 12.15. This includes the mean of Trainers who work parttime and full-time.

Figure 63. Trainer-Average Number ofHours/Week
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Fifty-one and one half of the Training participants identified him/herself as an
internal consultant. Trainers who identified as external consultants consisted of 43.9% of
the sample. Additionally, 4.5% of subjects consider him/herself to be both internal and
external (see figure 63). All 66 Trainers answered this question.

Figure 64. Trainer-Type of Consultant
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All 64 Trainers answered the question regarding how many associates he/she
works with. The highest percentages of trainers work alone (29.7%). Twenty-five
percent work with seven or more people. Additionally, 21.9% work with 2-3 others, 14%
work with 3-7 others, and 12.5% work with 1 other associate (see figure 65).

Figure 65. Trainer-Number ofAssociates work with
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The biggest organizational concern of Trainers is poor communication, which was
noted by 17 subjects. Leadership and team related issues were both identified by 14
subjects each. Motivation and change issues were each mentioned by seven subjects. Six
subjects identified management as an organizational concern. Hiring/retention, conflict,
and strategic planning had five notations. Career concerns followed with four subjects
(see figure 66). Additional concerns that were cited by three Trainers each included: lack
of skill training, goal setting, focus, supervision, performance, and technical skills
In general, the most frequently used intervention was training, which was noted
99 times. Coaching and counseling was indicated 65 times. Planning/goal setting was
mentioned 60 times. Team building followed with 52 citations, and then survey feedback
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with 38. Thirty-five subjects identified the intervention of process consultation. Intergroup activities and life/career planning each had 24 citations. Finally,
technostructural/structural activities had 13, "other" had 10, third party peace-making had
six, and grid organizational development had two notations (see figure 67).

Figure 66. Trainer-Organizational Concerns
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Figure 67. Trainer-Interventions
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The most valuable courses taken by Trainers were: Organization al Developmen t
(6 citations), Organization Behavior (5 citations), Leadership (4 citations), Organization
Change (3 citations), Instructional Design (3 citations), and Human Resources (3
citations) (see figure 68).

Figure 68. Trainer-Courses
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The four most cited workshops by trainers included: ASTD annual conference,
Creative Training Techniques (CTI), Myers-Briggs Type Indicator (lvffiTI), and Train
the Trainer, which was each, cited by four subjects. The OD Network annual conference,
and Strategic Planning were each cited by three subjects. Gestalt Training, OD Network
Assessment workshop, and Seven Habits of Highly Effective People followed with two
citations each (see figure 69).
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Figure 69. Trainer-Workshops
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The most highly recommended book by Trainers was Seven Habits of Highly
Effective People, which was cited 11 times. The second most popular book was The Fifth
Discipline & Field book, with 7 reports. The book, Flawless Consulting was mentioned
by four Trainers. Emotional Intelligence, Games Trainers Play, and Team Handbook
(Schottes), were each noted by three subjects each (see figure 70). Additional books
included: Integrated Strategic Change, Performance Consulting, Please Understand Me,
Situational Leadership, Successful Manager's Handbook, Thriving on Chaos, Training
needs Assessment, and What Color is Your Parachute. Each of the above mentioned
books was noted by two trainers each. See Appendix C for more bibliographic
information on books.
Fifty Trainers noted the ASTD as a helpful professional organization. OD
Network followed with 22 Trainers citing it. Six subjects reported SHRM (Society of
Human Resources), six-Toastmasters, four-ISPI, three-AMA, and two-NSA (see figure
71).
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Figure 70. Trainer-Books
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Figure 71. Trainer-Profession Organizations
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The foremost leadership issues that Trainers deal with are lack of teamwork and
congruency with their words and actions. Other noted concerns include: poor
communication, control issues (authoritarian and micro management), decision-making
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and supervisory skills (see figure 72).

Figure 72. Trainer-Leadership Issues
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More training/education and practice/experience were the strongest suggestions to
be a more effective Trainer, which were reported by ten subjects each. Other suggestions
included: Mentoring/coaching (8 subjects), working with others (7 subjects), more
time/better time management (7 subjects), better marketing (7 subjects), networking (6
subjects, and improve technical/personal computing skills (5 subjects) (see figure 73).

Figure 73. Trainer-More Effective
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Trainers ranked the :frequency of job activities from highest to lowest with
training the number one activity, followed by (in order): diagnosis, feedback, interview,
report writing, marketing, follow up, and coaching (see figure 74).

Figure 74. Trainer-Job Activities
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Sixty-three out of sixty-six subjects answered this question. The highest
percentage of Trainers earned between $25,000-$50,000 annually (41.3%). Participants
that earned between $50,000-$75,000 consisted of34.9% of the sample. Additionally,
4.8% earned under $25,000, 7.9% earned between $75,000-$100,000, 6.3% earned
between $100,000-$125,000, and 4.8 earned over $125,000 annually (see figure 75).
All 66 Trainers answered the question regarding job satisfaction. Over 77% of
Trainers claim to be satisfied or very satisfied with their job. Forty-seven percent
indicated very satisfied with their job. Additionally, 30.3% noted satisfied, 15.1 % cited
moderately satisfied, and 7.6% reported not satisfied with their job (see figure 76).
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Figure 75. Trainer-Salary Range
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Figure 76. Trainer-Job Satisfaction
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Educator
There were 23 Educators who completed the survey questionnaire. All 23
subjects answered the question regarding gender. Sixty-five percent identified
themselves as female, and 35% male (see figure 77).

Figure 77. Educator-Gender
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Eighty-seven percent of the Educators reported being Caucasian. In addition,
8.7% reported other, and 4.3% reported being Asian (see figure 78). All 23 subjects
responded to this question.

Figure 78. Educator-Ethnicity/Race
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All 23 Educators answered the question regarding level of education. The most
common level of education among Educators was a Doctoral degree with 4 7 .8% of the
sample. Subjects with :Master degrees consisted of 43.5% of the sample. In addition,
4.3% reported completing a Bachelor degree, and 4.3% a High School diploma (see
figure 79).

Figure 79. Educator-Highest Degree Held
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Business and education were both the most common degree specialization, with
13.6% of the subjects each. Human Resources was cited by 9% of the subjects (see
figure 80). Twenty-two Educators answered this question.

Figure 80. Educator-Area of Specialization
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Twenty-two out of twenty-three Educator subjects answered the question of how
many years he/she had worked in the field. The mean of years working in the field was
11 (see figure 81). The standard deviation was 4.78.

Figure 81. Educator-Years Worldng in Organizational Consu/,ting
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The mean number of hours worked each week by Educators is 40.18 (see figure
82). The standard deviation is 13.19. This includes the mean of Educators who work
part-time and full-time.

Figure 82. Educator-Average Number of Hours/Week
50

40
30
20
10
0

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

92

Fifty-two percent of Educator participants identified him/herself as an internal
consultant. Educators who identified as external consultants consisted of39% of the
sample. Additionally, 8.7% of subjects consider him/herself to be both internal and
external (see figure 83). All 23 subjects answered this question.

Figure 83. Educator-Type ofConsu/,tant
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All 23 Educators answered the question regarding how many associates he/she
works with. The highest percentage of Educators works alone (34.8%). Additionally,
26% work with seven or more associates, 17.4% work with 3-7 others, 13% work with
one other, and 8.7% work with 2-3 others (see figure 84).
The biggest organizational concern of Educators is poor communication, which
was noted by eight subjects. Seven subjects noted team issues to be an organizational
concern. Six subjects identified management, and four subjects identified leadership.
Change and performance issues were each noted by two subjects (see figure 85).

In gener~ the most frequently used intervention was education/training, which
was noted 39 times. Coaching/counseling was indicated 25 times. Team building
followed with 22 citations. Survey feedback and planning/goal setting each had 15
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notations. Nine subjects identified inter-group activities. Finally, life and career
planning had 8, "other" category had six, process consultation had five, and grid
organizational development had one (see figure 86).

Figure 84. Educator-Number ofAssociates work with

Figure 85. Educator-Organizational Concerns
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Figure 86. Educator-Interventions
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The most valuable courses taken by Educators were: Organizational Development
(4 citations), Organization Behavior/Organization Change (3 citations), and Leadership
(2 citations) (see figure 87).

Figure 87. Educator-Courses
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The most noted workshop by Educators was on coaching, which had three
citation. A workshop on the Myers-Briggs Type Indicator followed with two reports (see
figure 88). No other workshop noted by subjects was cited more than once.

Figure 88. Educator-Workshops
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The most highly recommended book by Educators was Seven Habits of Highly

Effective People, which was cited by four subjects. Other recommended books included:
The Fifth Discipline, ASTD Trainer's Source book, Organization Development (French &
Bell). Each of the above mentioned books was noted by two Educators each (see figure
89). See Appendix C for more bibliographic information on books.
Seventeen Educators noted ASTD as a helpful professional organization. The OD
Network followed with seven subjects citing it. Two Educators noted the American
Management Associatio°' and two noted ISPI (see figure 90)

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

96

Figure 89. Educator-Books
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Figure 90. Educator-Profession Organizations
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Two Educators cited lack of vision, a clear mission, and goals. Other leadership
concerns include: poor communication, no empowerment, lack of teamwork, control
issues, responsibilities/commitments, lack of leadership and training, application of
theory to workplace, low initiative, and poor decision-making skills (see figure 91).

Figure 91. Educator-Leadership Issues
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Networking and better marketing were two suggestions to be a more effective
Educator, noted by three subjects each. Having a mentor was cited by two subjects (see
figure 92).

Figure 92. Educator-More Effective
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Educators ranked the :frequency of job activities from highest to lowest with
training the number one activity, followed by (in order): interviewing, diagnosis,
feedback coaching, report \\<Titing, marketing, and follow up (see figure 93).

Figure 93. Educator-Job Activities
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Twenty-one out of twenty-three subjects answered the question regarding salary
range. The highest percentage of Educators earned between $50,000-$75,000 annually
(43.5%). Participants who earned between $25,000-$50,000 consisted of23.9% of the
sample. Additionally, 19% earned between $75,000-$100,000, 4.8% earned under
$25,000, and 4.8% earned between $100,000-$125,000 annually (see figure 94).

Figure 94. Educator-Salary Range
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All 23 Educators answered the question regarding job satisfaction. Over 82% of
Educators claim to be satisfied or very satisfied with their job. The largest category of
Educators was very satisfied with 60.9% of the sample. Additionally, 21.8% noted
satisfied, 13% cited moderately satisfied, and 4.3% reported not satisfied with their job
(see figure 9 5).

Figure 95. Educator-Job Satisfaction
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Consultant
There were 65 Consultants who completed the survey questionnaire. All 65
subjects answered the question regarding gender. Sixty-three percent identified
themselves as female, and 37% male (see figure 96).

Figure 96. Conszdtant-Gender
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Ninety-five percent of Consultants reported being Caucasian. Five percent
reported other ethnicity/race (see figure 97). Sixty-three out of 65 subjects responded to
this question.
All 65 Consultants answered the question regarding level of education. The most
common level of education for this sample was a Master degree with 49.2% of the
sample. Subjects with Doctoral degrees consisted of32.3% of the sample. In addition,
12.3% reported completing a Bachelor degree, 4.6% an Associates degree, and 1.5% a
High School diploma (see figure 98).
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Figure 97. Consu/.tant-Ethnicity/Race
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Figure 98. Consul.tant-Highest Degree Held
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The most common degree specializ.ation for Consultants was Psychology with
28.6% of the subjects (specifically, 14.3% cited Industrial Organizational Psychology,
and 3.2% Counseling). Nine and one half percent of subjects specialized in Business.
Leadership was reported by 7.9% of subjects. Management was cited by 6.3% of
subjects. Education specialization was reported by 4.8% of the sample. Communication,
Human Resources, and Public Administration were each reported by 3 .2% of subjects
(see figure 99).

Figure 99. Consultant-Area of Specialization
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Sixty-three out of sixty-five Consultants responded to the question of how many
years he/she had worked in the field. The mean of years working in the field was 11 (see
figure 100). The standard deviation was 7.93.
The mean number of hours worked each week by Consultants is 44.4 (see figure
101). The standard deviation is 13.45. Sixty-three out of sixty-five participants answered
this question.
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Figure 100. Consultant-Years Working in Organizational Consulting

Figure 101. Consu/,tant-Average Number of Hours/Week

Most Consultants identified him/herself as an external consultant (63%).
Additionally, 29.2% identified as an internal consultant, and 7.7% claimed to be both an
internal and external consultant (see figure 102). Sixty-three out of sixty-five subjects
responded to this question.
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Figure 102.

Consultant-Type of Consultant
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Thirty percent of Consultants in this sample work alone. Consultants who work
with seven of more associates consist of23.8% of the sample, 22.2% of the sample work
with 3-7 associates, 14.3% work with 2-3 associates, and 9.5% work with one other
associate (see figure 103).

Figure 103.
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The biggest organizational concern of Consultants is dealing with team related
issues, which was reported 21 times by subjects. Eighteen Consultants cited poor
communication. Leadership issues followed with 15 citations. Other concerns included:
management (11 citations), change (7 citations), performance (7 citations), conflict (6
citations), hiring/retention (5 citations), strategic planning/development (5 citations), and
morale/motivation (5 citations) (see figure 104).

Figure 104. Consu/,tant-Organizational Concerns
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The most commonly used intervention by Consultants is education/training,
which was noted 79 times. Coaching/counseling was indicated 74 times. Planning and
goal setting was mentioned 61 times, and team building 60 times. Survey feedback was
reported 51 times, process consultation 43 times, inter-group activities 28 times,
life/career planning 20 times, "other" concerns nine times (three notations were regarding
assessment), technostructural/structural activities 13 times, third party peace-making
eight times, and grid organizational development three times (see figure 105).
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Figure 105. Consu/,tant-Interventions
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The most valuable course taken by Consultants was Organization Development,
which was cited 17 times. Organization Behavior/Organization Change (OB/OC) was
noted by nine Consultants, followed by strategic planning, noted by three Consultants.
Leadership and team building were both cited by three subjects (see figure 106).

Figure 106. Consu/,tant-Courses

Team Build
Leadership
Strategic Plan
OBIOC

OD

0

5

10

15

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

20

107

The workshops most :frequently cited by Consultants included: Group facilitatio°'
Myers-Briggs Type indicator, OD Network annual conference, Professional Coaching,
Situational Leadership, and Strategic Planning (see figure 107). Each of the above
mentioned workshops were cited by three subjects each.

Figure 107. Consul.tant-Workshops
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Thirteen Consultants recommended the book, Fifth Discipline/Field book. Seven
Consultants cited the book, Seven Habits of Highly Effective People, and.five consultants

cited Flawless Consulting. Other books noted by consultants included: Leadership and
New Science (3), Integrated Strategic Change (3), Successful Manager's Handbook (3),
and Performance Consulting (see figure 108). See Appendix C for more bibliographic
information on books.
Thirty-five consultants noted the ASTD as a helpful professional organization.
Thirty-one subjects mentioned the OD Network as helpful, nine cited the SHRM, four
noted Toastmasters, and three subjects cited the APA (see figure 109).
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Figure 108. Consu/,tant-Books
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Figure 109. Consu/,tant-Profession Organizations
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Six consultants reported that there is a lack of congruency between the behaviors
the employers are modeling and the expectations of employees. Five subjects noted
leadership concerns regarding harnessing other to a vision, and doing strategic visioning.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

109

Four subjects acknowledged the lack of accountability, and taking responsibility for
action a~ a leadership concern. Four subjects noted the lack of developed leaders. Other
leadership issues included: empowerment, courage/risk-taking, and goal setting/planning
(see figure I 10). Each of the above mentioned issues was cited by three subjects each.

Figure 110. Consu/,tant-Leadership Issues
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More networking/collaboration with other consultants was the most frequently
cited suggestion to be a more effective consultant (16 subjects). Ten subjects noted better
marketing, and ten noted additional workshops/training as a way to be a more effective
consultant. Other suggestions to be a more effective consultant included: having a
mentor or coach (eight subjects), hiring an administrative assistant (seven subjects), more
time/better time management (seven subjects), more experience/practice (five subjects),
additional education/courses (four subjects), technical skill/personal computing (four
subjects), and develop a better understanding of the consulting business (four subjects)
(see figure 111).
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Figure 111. Consul.tant-More Effective
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Consultants ranked the frequency of job activities from highest to lowest with
diagnosis the number one activity, followed by (in order): training, feedback,
interviewing, coaching, marketing, report writing, and follow up (see figure 112).

Figure 112. Consul.tant-Joh Activities
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The highest percentage of consultants earned between $50,000-$75,000
annually(36.7%). Twenty-five percent earned between $25,000-$50,000 annually, 11.7%
earned between$75,000-$100,000, 11.7% earned over $125,000, 10% earned between
$100,000-$125,000, and 5% earned under $25,000 annually (see figure 113). Sixty out
of sixty-five consultants answered this question.

Figure 113. Consul.tant-Salary Range
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All 65 Consultants answered the question regarding job satisfaction. Over 84% of
Consultants consider themselves very satisfied or satisfied in their job. Consultants who
reported being very satisfied consisted of 55.4% of the sample. Additionally, 29.2%
noted satisfied, 9.2% moderately satisfied, and 6.2% not satisfied (see figure 114).
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Figure 114. Consultant-Job Satisfaction

El Very Satis"fied,

-• Satisfied ' .
□-Moderately Satisfied
-- .. - - ,.. ....

~

■ Not Satisfied~ -.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

113

All Subjects
There were 111 subjects that completed the survey questionnaire. All 111
subjects answered the question regarding gender. Sixty-seven percent identified
themselves as female, and 33% male (see figure 115).

Figure 115. All Subjects-Gender
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Ninety-three and one-half subjects reported being Caucasian. In addition, .9%
reported being Black, .9% reported being Hispanic, 1.9% reported being Asian, and 2.8%
reported "other" ethnicity/race (see figure 116). One hundred eight out of 110 subjects
answered the question regarding race/ethnicity.
Forty-nine percent of all subjects reported possessing a Master degree. Subjects
with Doctoral degrees consisted of29% of the sample. Additionally, 17.3% completed a
Bachelor degree, 3.6% earned an Associates degree and .9% earned a High School
diploma (see figure 117).
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All Subjects-Ethnicity/Race
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The most common degree specialization for all subjects was Psychology, with
23.6% of the subjects were (specifically, 4.7% Counseling degrees, 10.3% Industrial
Organiz.ational Psychology, 6.6%). A Business specialization followed with 10.4% of
the sample. Education was also reported by 10.4% of subjects. Eight and one-half
percent of the subjects specialized in Organization Development. Leadership was cited
by 6.3% of the sample. Human Resources were each noted 4.7% of subjects,
Management and Communications were each cited by 3.7% of the sample, and Public
Administration consisted of2.8% of the sample (see figure 118). One hundred six
subjects answered the question regarding what their degree specialization was in.

Figure 118. All Subjects-Area ofSpecialization
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One hundred-three subjects responded to the question of how many years he/she
had worked in the field. The mean of years working in the field was 10. The median was
10 years and the standard deviation was 7.56 (see figure 119).
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Figure 119. All Subjects-Years Working in Organizational Consulting
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The mean number of hours worked each week by all subjects is 42.63. The
standard deviation is 13.08. This includes the mean hours of subjects who work part-time
and full-time. The median of hours worked per week by all subjects is 45. One hundred
six subjects answered this question (see figure 120).

Figure 120. All Subjects-Average Number of Hours/Week
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All 110 subjects answered the question regarding what type of consultant he/she
is. External consultants made up 50.9% of the sample. Internal consultants consisted of
43.6% of the sample, and consultants that were both internal and external were 5.5% of
the sample (see figure 121).

Figure 121. All Subjects-Type of Consultant
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One hundred eight subjects answered the question about the number of associates
he/she works with. Subjects who work alone consisted of28.7% of the sample. Those
that work with seven or more people were 22.2%. Additionally, 20.4% work with 3-7
other associates, 17.6% work with 2-3 others, and 11.1 % work with one other associate
(see figure 122).
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Figure 122. All Subjects-Number ofAssociates work with
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The biggest organizational concern of all the subjects is communication, which
was reported 29 times. Team related concerns were noted 27 times. Leadership issues
were cited 17 times, and management concerns 16 times. Sixteen subjects noted
concerns related to hiring, retention, and outplacement. Performance issues followed
with 12 subjects. Issues related to change, and to conflict were each reported by 11
subjects. Eight subjects cited career issues, and seven subjects cited issues related to
motivation and initiative (see figure 123).
In general, the most frequently used intervention by subjects is education/training,
which was cited 147 times with various concerns. Coaching and counseling was
mentioned 118 times, planning/goal setting was reported 90 times, team building was
cited 87 times, survey feedback was noted 68 times, process consultation had 63
notations, inter-group activities was reported 41 times, life/career planning was
mentioned 34 times, "other" interventions not listed on the survey were noted 27 times,
technostructural/structural was cited 22 times, third party peace-making was reported 13
times, and finally grid organizational intervention was noted five times (see figure 124).
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Figure 123. All Subjects-Organizational Concerns
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Figure 124. All Subjects-Interventions
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The most valuable courses taken by subjects were Organization Behavior, and
Organization Development, which were each, noted by 13 subjects. Other courses
included: training (7 citations), statistics (5 citations), leadership (5 citations), strategic
planning (4 citations), and counseling (4 citations) (see figure 125).

Figure 125. All Subjects-Courses
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The three most cited workshops by subjects were: ASTD Conference, Train the
Trainer, and Professional Coaching. Each of the above mentioned workshops were each,
cited by six subjects. The Myers-Briggs Type Indicator (1,IBTI) and Strategic Planning
were each noted by five subjects. Additionally, four subjects each noted mediation,
situational leadership, Creative Training Techniques, and OD Net conference (see figure
126).
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Figure 126. All Subjects-Workshops
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The most frequently recommended book by all subjects was Seven Habits of
Highly Effective People, which was cited 16 times. The second most popular book was
The Fifth Discipline & Fieldbook, which was noted 15 times. The book, Flawless
Consulting followed with recommendations from 6 subjects. Performance Consultation,
Process Consultation, and Team Handbook were each reported by four subjects each.

Additional books recommended by subjects included: Successful Manager's Handbook,
Situational Leadership, Leadership and New Science, Integrated Strategic Change, How
to Win Friends and Influence People, and Games Trainers Play. Each of the

aforementioned books were cited by three subjects (see figure 127). See Appendix C for
more bibliographic information on books.
Sixty-nine subjects reported that the ASTD to be a helpful professional
organization. The OD Network was noted by 39 subjects to be helpful. SHRM followed
with 12 citations. Other notable professional organizations included: Toastmasters (7

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

122

citations), ISPI (6 citations), SIOP (4 citations), AMA (3 citations), AP A (3 citations),
and NSA (3 citations)(see figure 128)

Figure 127. All Subjects-Books
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Figure 128. All Subjects-Profession Organizations
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One of the most commonly cited leadership issues among subjects concerned the
lack of congruency between what people stated and their behaviors (10 citations). There
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was a call for better modeling of behaviors from managers and leaders; and a need to
apply the theory and principles learned to job situations. Another commonly cited
leadership issue was control. There were ten citation regarding control issues and many
of them centered around participative leadership verses autocratic leadership styles. Lack
of developed leaders and a good understanding of what leadership is followed with eight
subjects noting their concern. Poor communication and lack of team work were each
reported by seven subjects. Change related issues, accountability, and visioning &
strategizing each had six notations by subjects (see figure 129).

Figure 129. All Subjects-Leadership Issues
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More networking/collaboration was the strongest suggestion to be more effective,
which was reported by 24 subjects. Other suggestions to be more effective included:
more time/better time management (16 subjects), more practice/experience (16 subjects),
better marketing skills (13 subjects), having a mentor/coach (11 subjects), hiring
administrative assistant (10 subjects), better communication/listening (8 subjects),
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additional training (7 subjects), group facilitation (6 subjects), and computer/technical
training (6 subjects) (see figure 130).

Figure 130. All Subjects-More Effective
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Subjects ranked the frequency of job activities from highest to lowest with
training the number one activity, followed by (in order): diagnosis, feedback,
interviewing, coaching, report writing, marketing, and follow-up (see figure 131).

Figure 131. All Subjects-Job Activities
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One hundred-three subjects answered the question regarding salary range. The
highest percentage of subjects earned between $25,000-$50,000 annually (36.9%).
Thirty-three percent of the sample earned between $50,000-$75,000 annually.
Additionally, 10.7% earned between $75,000-$100,000, 7.8% earned over $125,000,
6.8% earned between$ I 00,000-$125,000, and 4.9% earned under $25,000 annually (see
figure 132).

Figure 132. All Subjects-Salary Range
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All 110 subjects answered the question regarding job satisfaction. Seventy-nine
percent of subjects reported to be satisfied, or very satisfied with their job. Specifically,
forty-nine percent indicated very satisfied with their job. Thirty percent reported

satisfied, 15.5% noted moderately satisfied, and 5.5% reported not satisfied (see figure
133).
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Figure 133. All Subjects-Job Satisfaction
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Chapter 5

Discussion
The first section of this Chapter compares and contrasts the differences between
consultants according to the prescribed categories outlined in the survey questionnaire.
The second section explores the implications of this study and makes recommendations
for further study.

Compare/Contrast Various Profiles
Comparison of Background and Preparation Information:
Gender

There were more female than male participants in this study. Out of 110 subjects
that completed the survey questionnaire, 74 were female. Sixty-seven percent female
participation is right on target "vith the subject pool. It is estimated that the ASTD and
OD Network together have 68% female members. Out of each group, Trainers had the
highest percentage of females (71 %). The Feedback Specialists group was the only
group that had more males than females.

Ethnicity/Race

All groups had a high percentage of Caucasian participants, between 83%-95%.
It is not determined whether the high percentage of Caucasian respondents is due to the
lack of heterogeneity in the field, or whether the sample pool was a very homogenous
group. Neither the San Diego Chapter of ASTD, nor the San Diego Chapter of OD

127
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Network had any statistics on the racial/ethnic make up of their members. Did the
questionnaire appeal more to Caucasians, than to other groups? Do professional
organizations tend to attract a particular racial/ethnic group?

Highest Degree Held
The most educated (the highest percentage of graduate degrees) was the
Educators. The next most educated group was the Executive Coaches. The least
educated group was the Motivational Speakers, followed by Trainers.

Area of Specialization
The most typical degree specialization for all groups except Educators was
Psychology. Feedback Specialists had the highest percentage of Psychology degrees
(45.5%). Educators had degrees in a wide variety of disciplines, but the most common
degrees were in Business and Education. A business degree ranked in the top three for
all groups except Feedback Specialists.

Years Involved Working in Organizational Consulting
Executive Coaches had the most years of experience in the field (13). The
Trainers had the least number of year's experience in their field (9).

Average Number of Hours/Week
According to the mean of all subjects in a group the Feedback Specialists worked
the most hours per week, which was 45 hours. Motivational Speakers worked the least
amount of hours, with the mean 38 hours per week.
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Type of Consultant

Motivational Speakers had the highest percentage of external consultants than any
other group (83%). Educators had the highest percentage of internal consultants (52%).

Number ofAssociates work with

Feedback Specialists and Motivational Speakers tied for having the highest
percentage of professionals that work alone (50%). Educators had the highest percentage
of people working with seven or more associates (26%). In addition, forty-six percent of
Consultants work with three or more associates.

Comparison of Organizational Concerns/Interventions:

Executive Coaches, Feedback Specialists, and Consultants chose team related
issues as their number one organiz.ational concern. All six groups cited team related
issues in their top four concerns. Trainers and Educators both noted poor communication
as their number one concern. Motivational Speakers biggest concern was with change. If
the concerns of leadership and management were combined into one category it would be
the number one concern for all groups.
All groups cited education/training and coaching as their first or second choice of
intervention. Team.building activities were cited in the top four interventions by all
groups except Motivational Speakers (which ranked as their fifth intervention of choice).
All six groups had goal planning in their top four interventions.

Comparison of Professional Resources:

Educators, Consultants, Trainers, and Executive Coaches all cited Organization
Development as the most valuable course taken. All groups except Motivational
Speakers cited Organization Behavior/Organiz.ation Change in the top two courses. All
groups cited a course in Leadership or Management in the top four courses.
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Testing/measurement tied for first choice of intervention by Feedback Specialist. Public
Speaking was tied as the intervention of choice for Motivational Speakers.
All groups except Motivational Speakers cited a Myers-Briggs workshop in the
top three workshops. Executive Coaches, Feedback Specialists, Educators, and
Consultants cited coaching as the number one workshop. Feedback Specialists,
Motivational Speakers, and Trainers cited Creative Training Techniques in the top two
workshops. Executive Coaches, Motivational Speakers, and Consultants noted
Situational Leadership in the top three workshops. The workshop, Train-the-Trainer tied
for first workshop of choice by Motivational Speakers, and Trainers. Strategic planning
and group facilitation tied with four other workshops for first choice of Consultants.
The books Fifth Discipline and Seven Habits of Highly Effective People were both
cited in the top two recommended books by all groups except Motivational Speakers.
The boo~ Flawless Consulting was in the top three suggestions by Trainers and
Consultants. Successful Manager's Handbook ranked in the top three book
recommendations by Executive Coaches and Feedback Specialists. Motivational
Speakers recommended How to Win Friends and Influence People as their second book
of choice. Even though Educators, Consultants, Trainers, and Executive Coaches
selected Organization Development as the most valuable course taken, the Educators
were the only group that cited an Organization Development book as a recommendation.
All groups cited the ASTD or OD Network as their first or second choice of the
most helpful professional organiz.ations. Specifically, Motivational Speakers, Executive
Coaches and Feedback Specialists cited the ASID as most helpful. Executive Coaches
and Feedback Specialists both ranked the OD Network as the most helpful. Toastmasters
was cited as, a helpful professional organization to Motivational Speakers. It is also
worth noting that, the subjects in this study were all taken from the memberships of
ASTD and OD Network members.
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Comparison of Effectiveness and Leadership Issues
The question on the survey questionnaire, "What are the most common leadership
issues that you face in your organization?" was not worded clearly enough. Some
subjects responded to the question by answering about the leadership issues within their
own organization, and others answered it regarding the leadership issues they face with
the organizations that they consult for. Lack of a vision, or developing a shared vision
was noted as a leadership concern by Executive Coaches, Motivational Speakers,
Educators, and Consultants. Empowerment was also another common leadership issues,
which was noted by Executive Coaches, Educators, and Consultants. Delegation is often
used as a way to empower other. Delegation was cited by Executive Coaches,
Motivational Speakers, and Feedback Specialists. Motivational Speakers, Educators, and
Trainers reported poor communication. Trainers and Educators both noted problems
related to control issues. Feedback Specialists, Trainers, and Consultants cited issues
around modeling and congruency. Difficulty in applying theory to practice was noted by
Motivational Speakers and Educators. Educators and Trainers noted lack of teamwork.
Motivational Speakers and Trainers reported poor supervisory skills. Trainers and
Educators reported poor decision-making skills. Consultants and Educators addressed
issues regarding accountability, responsibility, and commitment. Change issues was the
number one leadership concern noted by Executive Coaches.
Executive Coaches, Motivational Speakers, Educators, and Consultants ranked
networking as the first suggestion to be more effective; and ranked number two by the
Feedback Specialists. Better marketing was a top issue (ranked number one or two) by
Motivational Speakers, Educators, and Consultants. Additional training was ranked
second (or tied) by Consultants, Trainers, and Motivational Speakers.
Coaching/mentoring was not the top issue, but ranked between 2nd and 4 th by all groups
except Executive Coaches, which is ironic that Executive Coaches are often doing
coaching and mentoring.
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Comparison of Activities, Salary Range and Job Satisfaction
Motivational Speakers, Educators, and Trainers all cited training as, their most
typically performed job activity. Diagnosis was ranked in the top three activities for all
groups except Motivational Speakers. Feedback ranked 3rd or 4 th by all groups excepts
for Feedback Specialists who ranked feedback as their number one activity. Report
writing ranked fifth of less for all groups. Follow up was ranked 6 th or less for all groups
except Motivational Speakers. Marketing ranked 6 th or less for all groups except
Motivational Speakers. Even though coaching was cited as the number one or two
intervention by all groups, except for Executive Coaches (ranked coaching as number one
job activity) coaching was ranked as 4th or less performed job activity for all groups.
The overall highest paid group (those who make over $75,000 annually) was the
Feedback Specialists. The second, overall highest paid group was the Executive
Coaches. The Consultant group had the highest percentage of professionals earning over
$100,000 annually. The least paid group (those earning less than $50,000 annually) was
the Motivational Speakers, followed by the Trainers.
The most satisfied (highest percentage of very satisfied) group was the
Motivational Speakers. Educators were the second most satisfied group. The least
satisfied (those claiming not satisfied and moderately satisfied) group was the Trainers.
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Implications of Research
The most useful part of this research was to develop profiles of Executive
Coaches, Feedback Specialists, Motivational Speakers, Educators, Trainers, and
Consultants. In the recent past, Organization Development Specialist and Organization
Consultant have been commonly used titles by consultants who work with organizations.
Now, with the development of the Executive Coach, Feedback Specialist, Motivational
Speaker, Trainer, Educator, and Consultant profiles we have an exploratory research base
to begin fruitful dialogue about the similarities and differences between specializations.
The first section of this study compiled background and preparation information
regarding each profile. The general findings helped develop the profiles in relation to
issues such as: gender, race/ethnicity, highest degree held, degree specialization, years in
consulting, hours worked, type of consultant, and number of associates. This information
is especially helpful to those seeking to enter the field of organizational consulting.
Additionally, this study provides some direction in education/training for
organizational consultants, with specific implications for individual profiles. All groups
cited team related issues in their top two organizational concerns. Both Trainers and
Educators cited communication as their top organizational concern. Motivational
Speakers cited Change as their most pressing organizational concern. Management and
leadership issues were both frequently cited by all groups. If management and leadership
were combined into one category it would be the number one organizational concern of
all groups. Programs for continuing education should be developed in the areas of team

building, communication, change, management, and leadership.
Understanding which interventions are most often used provides a base to develop
workshops and training sessions to learn how to use them more effectively. Among the
top interventions were education/training, coaching, team building, and goal planning.
Course recommendations serve in helping to develop curriculum. All groups frequently
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cited courses in Organization Development, Organization Change/Behavior, and
Leadership. Workshop suggestions assist in designing workshops for conferences and
professional organizations. The Myers-Briggs Type Indicator, Coaching, Creative
Training Techniques, and Train the Trainer were among the most frequently cited
workshops.
The professional resources section suggests specific resources for each type of
organizational consultant. For books there was much overlap among the suggestions
from groups. The two most frequently cited books were the Seven Habits of Highly

Effective People and the Fifth Discipline. It is also noteworthy that there was a lack of
scholarly book recommendations by all groups. Clearly, the ASTD and the OD Network
were the most commonly suggested professional organizations (the entire subject pool
was also taken from these two professional organizations).
As with many studies regarding, pay and level of education, those with a higher
level of education typically make more money than those do with less education. In this
study, the two overall highest paid groups, the Executive Coaches and the Feedback
Specialist were in the top three most educated groups also. It is also interesting to note
that the least educated, and least paid group, also claimed to be the most satisfied with
their job (Motivational Speakers). The least satisfied group was the Trainers, which
came in second to last for highest level of education and highest salary range. By
determining the level of job satisfaction, salary range, and specific job activities for each
type of consultant it provides valuable information for those entering the field, and those
potential clients who are seeking to hire a specific type of organizational consultant.
The profiles developed in this study may assist those who are trying to choose a
specialization by suggesting, which type of job activities he/she may expect to perform.
Those who are exploring the field will have a better understanding of the type and level
of education needed to compete well in a particular area of organizational consulting.
The level of job satisfaction of others in that specialization is another component to
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consider when choosing a type of organiz.ational consulting. These profiles may assist
those who need to hire an organizational consultant by establishing realistic expectations
for the type and level of education from particular consultants, and salary requirements
commensurate with various profiles.

Leadership Issues
This section, outlines specific leadership issues addressed by organizational
consultants. Some of the topics covered included: congruence in modeling, leadership by
example/authenticity, delegation, vision, communication, empowerment, and change
related issues.

Leadership by Example
Congruence in modeling was noted by Feedback Specialists, Trainers, and
Consultants. Leading by example is a familiar concept in the leadership literature.
Williams (1979) posits that "you are not morally justified in ordering to be done,
anything which you would not be prepared to do yourself' (p. 71). The United States
military strongly subscribes to leadership by example. One of the basic premises of
leadership in the Marine Corps is that, one should never give an order which one would
not be willing to carry out. Historically there are many examples of military officials
leading the way. One of the most explicit, took place in May, 1863, when Stonewall
Jackson, a Confederate general, proceeded so far ahead of his men in the battle at
Chancellorsville, that they mistook him for the enemy and shot him (World Book, 1982,
p. 14 & 15). In 1836, marine commandant Archibald Hederson personally led his
marines to move the protesting Seminole and Creek Indians of Florida and Georgia to
new reservations (World Book, 1982, p. 168). The American military has remained
faithful to the ethic of leadership by example.
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Au th en ticity
Leading by example requires authenticity. Hitt defines authenticity as,

the congruence between the inner self and the outer self. The inner self is the
abode of your thoughts and feelings. The outer self is manifested in your words
and actions. Inner self and outer self will be all ofa piece. (1993, p. 145)

DePree proclaims that "one of the great dangers to organizations arises when a
leader's private and public promises contradict each other" (1992, p. 20). Nair, affirms
that, "your life is your message. Leadership by example is not only the most pervasive
but also the most enduring form ofleadership" (Nair, 1994, p. 140). And since leadership
in the postindustrial era no longer consists of solely what the leader does, this exhortation
applies to everyone in the leadership process. Hitt warns that "the major risk in being an
authentic person is that you may be a threat to some individuals. . . . A person who 'says
it like it is' is very likely to be viewed as a threat" (1993, p. 147). Being authentic and
leading by example is especially powerful when coupled with serving those who are
following.
Boehme (1989) points out that there are basically two different types of
leadership. The first is characterized by domination over others. This type of leadership
operates out of fear of losing power and seeks to have control over followers through fear
and intimidation. The motives for this kind of leadership are often based on ego need,
and the desire for power and status. The motives of the second type of leadership,
servant leadership is much different than domination leadership. The servant leader does
not seek position or status. The followers' best interest is in the forefront of how best to
participate in the leadership process. Because of the servant leaders high respect and
value for the people they serve, they do not seek to manipulate others, only to collaborate,
cooperate and empower them. Boehme elaborates that
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The leadership of servanthood is that of example and loving persuasion. ...
[The] leader does not force his rule upon his people: he appeals to their hearts and
minds; he sets an example by the way that he lives and moves; he serves them
with his gifts and his life; and in so doing, he wins their love and respect. They
follow him because they want to follow. They grant him authority by willing
consent. (1989, p. 61)

Greenleaf expounds on the concept of servant leadership, which is characterized
by being a servant first. In evaluating whether servant leadership has occurred, one
would ask, "Do those served grow as persons? Do they, while being served become
healthier, wiser, freer, more autonomous, and more likely themselves to become
servants?" (Greenleaf, 1991, p. 13-14). The essence of servant leadership is leading by
example.

A leader initiates, provides the ideas and the structure, and takes the risk of failure
along with the chance of success. A leader says, "I will go; follow me!" while
knowing that the path is uncertain, even dangerous. One then trusts those who go
with one's leadership. (Greenleaf, 1991, p. 15)

There is tremendous commitment evoked in followers when the leaders are truly seeking
to serve them. The followers' extraordinary commitment creates a momentum that
makes taking responsibility and delegation much easier.

Delegation
Executive Coaches, Feedback Specialists, and Motivational Speakers all cited
delegation as one of their leadership concerns in working with organizations. If
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leadership is a relationship and not a solo performance, then delegation must be an
integral part of the process. DePree acknowledges that delegation

requires a form of dying, a separation of issue from sel£ We must surrender or
abandon ourselves to the gifts that other people bring to the game. We must
become vulnerable to every person's need for the opportunity to do her best ....
We must go beyond learning a single skill or specific knowledge to acquiring the
art and grace of a job. (1992, p. 157-158)

Delegation is an active process that takes discipline to oversee and to take well-calculated
risks. Delegation is an extension of empowerment.

Empowerment

Educators, Consultants, and Executive Coaches reported the issue of
empowerment as a leadership concern. Leadership should be educative and empowering,
according to Foster (1989). By educating collaborators throughout the process, they are
more likely to vacillate in and out of the leader's role, and be empowered to start another
leadership project in which they become leaders. Teaching people how to make a
difference, and inspiring them to persevere throughout the process serves as a spring
board for effecting much change, in many different arenas.
Tannenbaum (1968) confirms that empowering others does not equate to losing
power for onesel£ The idea of expanding power is that when a leader empowers another
to use power, it is creating more power; not just draining a resource of a finite amount of
power. This is not to say that to empower sometimes does not mean giving the
responsibility of some power away. If the power is relinquished wisely, then power is
expanded and greater things can happen. Moreover, empowerment increases the leader's
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range of managing more power and ultimately creates something more extraordinary than
what could have been done without empowerment.
Burns' idea that

the arena of power is no longer the exclusive preserve of a power elite or an
establishment or persons clothed with legitimacy. Power is ubiquitous; it
permeates human relationships. It exists whether or not it is quested for. It is the
glory and the burden of most of humanity. (1978, p. 15)

Not only does empowerment put greater responsibility on the empowered, but it also
holds leaders more accountable, thus encouraging higher ethical and moral standards.

Vision

Lack of vision, and enrolling other into a vision were leadership issues cited by
Consultants, Educators, Motivational Speakers, and Executive Coaches. A vision that
helps actualize the purpose contributes to an even greater sense of meaning for the people
involved in the leadership process. "Leaders who effectively communicate meaning
draw on past experience, present opportunities, scenarios of the future, fundamental
values, and cultural traditions to articulate inspiring visions of their organization's future"
(Bryson & Crosby, 1992, p. 48). Vision and commitment are critical "to turn an
organization around-to revitalize it, make it more flexible, innovative, and competitive;"
it is not enough to have good maoag~ment, resources, and strategic planning (Tracey,
1990, p. 132). Starratt claims that the vision is what motivates the leader.

Vision is always out in front of the leader, in one sense.... The leader's vision is
what motivates him, ... what enables him ... to articulate the major themes of
the drama in the role as director. The vision enables the leader/director to see the
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unity within the various scenes and subplots in the drama, and to call the various

actors to express, in their own parts those overarching themes.
(Starratt, 1993, p. 145)

Vision is a compelling part of motivating others. Senge's (1990) concept of developing a
shared vision through enrollment is a powerful way to get a deeper commitment, than just
obtaining compliance by selling a vision. For further explanation ofSenge's concept of
shared vision see the literature review in Chapter two. Being able to articulate the shared
vision well and to develop tangible goals is critical for actualizing that vision.

Poor Communication
Motivational Speakers, Educator, and Trainers each cited poor communication as
a leadership concern. Effective communication is critical in building a vision, goal
planning, implementation, and especially developing a relationship in order to do this
leadership. Covey points out that

the crucial dimension in communication is the relationship. Many troublesome
knots develop in communication lines because of poor interpersonal relations.
When relationships are strained, we must be very careful about the words we use
or we risk giving offense causing a scene, or being misunderstood. When
relationships are poor, people become suspicious and distrustful, making a man
"an offender for a word" instead of attempting to interpret the meaning and intent
ofhis words. (1992, p. 112)

And an essential key to developing a strong relationship is to communicate well.
Communicating is a very powerful aspect of leadership.
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Change Issues
All groups except Feedback Specialists cited change as an organizational concern,
however, only one group (Executive Coaches) viewed change, as specifically a
leadership concern. If management is about maintaining, and leadership is about creating
substantive change then, maybe there is a need to look to developing better leadership in
order to be more successful with leading change in organizations.
Just as Covey (1992) noted the significance of the relationship in communication,
relationship also dramatically impacts managing change related issues. Bergquist (1993)
proclaims that organizational change is best understood as a change in relationship, rather
then a flow of energy or rate of production. Bergquist uses the metaphor of kicking a dog
to explain this point. The dog's response depends not on the flow of energy, but on his
relationship with the person who kicked him. He believes the relationship is more than
the sum of its parts. Developing strong relationships, and creating the right environment
to facilitate optimal change is paramount in doing leadership.
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Recommendations for Further Research
•

There were only 110 subjects in this study. In addition, all subjects were from San
Diego County. Therefore, there is a high need to conduct more studies in this area,
especially with more subjects and with a national subject pool.

•

Are there more females involved in organizational consulting? Or are females more
likely to join a professional organization? Because females typically have a deeper
need for social connectedness, it would be useful to conduct a study using both
subjects who belong to professional organizations and those who do not.

•

Because there is some confusion around consulting titles many organizational
consultants still identify him/herself with multiple titles. For this reason, subjects
were permitted to use more than one title. This means that their profile may have
been tallied in more than one profile. Therefore, it would strengthen the research
base to conduct a study that had equal numbers of subjects in each category and
where there was no duplicate measurements taken.

•

Is this field not very racially or ethnically diverse? Do professional organizations
attract more Caucasian members than other groups? If so, this helps to build a case
for further research with organizational consultants who are not drawn from a sample
of professional organizations. There is definitely a need for national & international
study in this area. Specifically, How are the education/training, resources, and
preparation different from other cultures? What are key resources that are forward
thinking that have not yet been translated into English? How is westernized
organizational consulting different from eastern approaches? How are the lenses, or
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approaches, to consulting similar and different between cultures? How do other
cultures classify organizational consultants?

•

In order to improve the curriculum for organizational consultants, it may be helpful to
pose questions for consultants regarding their level of preparedness when entering the
field. It would also be helpful to field specific questions regarding areas to improve
in formal education, to better prepare consultants for their work.
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Conclusion

In conclusio~ this study suggests that there are specific profiles that may be
delineated for Executive Coaches, Feedback Specialists, Motivational Speakers,
Educators, Trainers, and Consultants. This discovery is especially timely, since there is a
job title identity crisis within corporate America. Many organizations have had severe
restructuring, and are functioning with a thinner workforce. With the increased hours and
greater work demands, there is often a more prestigious job title, however, many times
there is not a comparable financial compensation. This over reshuffling of job titles has
diminished the credibility and importance of having an appropriate job title.
These findings suggest that there are truly differences among the job titles of
organizational consultants. This may be an indicator that the field is maturing enough to
develop legitimate specialties. The development of specialties helps the field by
providing bigger advances in acquiring research and knowledge. These advances will
help better define the development of coursework, training, and resources, for these
individual specialties.
There were distinct variations in profiles in the areas of gender, highest degree,
leadership, salary range, and job satisfaction. There were moderate distinctions between
job activities, degree specialization's, type of consulting, and hours worked. There were
minimal, or no distinctions between profiles in regard to: workshops, interventions,

courses, effectiveness, professional organizations, books, race/ethnicity, organizational
concerns, number of associates, and years in consulting.
The leadership issues uncovered from this survey provide a glimpse of what is
currently occurring in organizations. The reports from these organizational consultants
may be useful to compare whether the direction of literature is in line with what is
actually occurring in the field. For example, team related issues, were often noted as
organizational concerns or leadership issues. Team building issues also seem to be well
covered in the literature. The individualistic nature of the American culture is often
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contrary to successful teamwork. Therefore, by understanding which leadership issues
are paramount to organizations, consultants can equip themselves better to assist the
organization, and ultimately will result in an improved organization, which will serve the
larger community with improved products or services.
Leadership, Organization, and Business Program Administrators will be able to
design more suitable curriculum with the information compiled on the workshops,
courses, and professional resources sections of this research. The finding of this study
help challenge the leaders and collaborators in the field to better define their personal and
collective professional identity. These findings provide a place to begin forward thinking
dialogue about specializations, and how to move the field forward.
The development of the survey questionnaire was a collaborative effort. A
thorough literature review was conducted and served as a base to begin development of
the survey questionnaire. I sought input from an expert panel, dissertation committee
members, and others. The intent of this dissertation was to begin to clarify some of the
ambiguities regarding organizational consulting titles. By adding this new information to
the field, I hope it will serve as a building block to encourage other researchers to
contribute to a stronger foundation of research in this area. Ultimately, a stronger base of
research will help facilitate more maturity in this relatively young field.
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Appendix A

;4n(Jl~ /11,a'ts
132 N. El Camino Real, #194
Encinitas, CA 92024 USA
760.599.2093
760.942.0292/ax
Angie@cts.com

August 25, 199 8
Dear ASTD member:
I am writing to request your participation in a survey on organizational consultants in San
Diego County. I am a Doctoral Student in Leadership, at the University of San Diego.
This study is part of my doctoral dissertation.
This survey seeks to better understand the Organizational Consulting field in San Diego
County. The topics include: background and preparation of consultants, resources
utilized, intervention strategies, and job satisfaction. Your participation in the survey is
vital. Results will be available to all participants. Individual results of the questionnaire
will be coded to respect confidentiality of subjects.
Please return the enclosed survey in the addressed, stamped envelope by September 8,
1998. Do not fill out the questionnaire if you do not identify with one of the following
descriptors: organiz.ational consultant, trainer, executive coach, educator, feedback
specialist, or motivational speaker. Please also sign and return the stamped postcard
separately (it is important to mail back the postcard even if you do not qualify for the
survey).

Thank you for your time to help contribute to a better understanding of the consulting
field.

Sincerely,

Angie Mays
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List three things thnt would mnke you n more effective consultant.
'.•(l\ft~ll.~:ii-~ T

_1JN~t:1i:.,:~1~

2.

-<t>"

Rank In orller the most frequently occurring activities:

Background & Professional Preparation of consultants

(Start with I for the most frequent)
Report writing: _ _ __

Marketing: ____

Feedback: _ _ __

Training: _____

Executive Coaching: _ _ __

Interviewing: _ _ __

~

Diagnosis/Assessment/Testing: ___ Follow up: _ __

"Cl

Salury Runge:
Under 25,ooo_ __
25,000-50,000_ _
50,000- 75,000_ _

d

<I)

0.

~

Please check the consulting title(s) that best describes your work:

Q
Q

Feedback Specialist

Q
Q

Q

Motivational Speaker

Q

Executive Coach

Ge11der:CD
75,000-100,000 _ _
I 00,000-125,000_ _
Over 125,000_ _ __

Trainer
Educator
Consultant

G

Rncc/Cthnicity: _______
Whal is the highest degree that you hold'/ _ _ __

How do you rate your level of job satisfaction'/
Very Satisfied

Area of spcclalizutlon
I low 11111ny years have you been involved in
Organlzulionul Consulting'/ _ _ __

_ _ Moderately Satislied

Satisfied

Not Satisfied

Averngc number of hours worked each week:□

Thnnk you very much for toking the time lo fill out this
questionnaire. Please return it to:

----•----

Ale you

1111

Consultant

I low many associates do you work with'/

ANGIEMAYS
132 N. EJ..CAMINO REAL..

~~GvGv~

#194
ENCINtrAS, CA 9202A

----•-----

11·

Reprinted & revised with permission from Dr. Woller

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

..tt~~~~

3.

-~

o • • , T"•

,g~~~~).~~41.,

I.

(")
V)

PJon.so list tho throo most prnvn.lout org1wi:r.1Ltio111Ll
concerns that you doul with 011 u 1'(•g11l111· bu.sis. Next, to
onch coucoru list your i11t,0rvo11tio11(s) of choico iu nddressiug t,hat coucoru.
List throo
~
ti)

.§
1::0

u

'-'

c.o

-~
~

'rj

50..

~

sop1u·nto COIIC(ll'llS

OD Concern

&, iut,()rvont.ions:

lnt.urvontion

i.e. Poor Conununicntion

Ust hy titlo two 01· moro com'Sos taken during your fornml
ccl11c1ll.ion which hu.vo bcun ospccially usoful to your worlt.

2

List two or 11101·0 infornml c1lucnt,io1111.l oxpol'ioncos such
us prnfossional worltshops, which h1tvo been pu.rticulurly
lwlpful to you in your WOl'k.

a&c
2

J.

Ust a hoolts Umt ,u·o most holpfnl to your work wit.h
m·gnnhmtiom:.

2.

I.

a.

2.

I nt.orvtlnt.ions (lProuch

& Boll, IUUli)
building
b. lulor-group uctivitiUl (orgu11i111Uo1111l 111l rn,rlug)
c. Sm-voy li'uodbnck (nsod furthor t.hnu iu dlnguosla)
ti. Bducutlou & 'l'miulug

1L

o.
f,

'l'uchnost111cturul or 8l111ctuml ncllvit.h!ll
Prooo;s Cousultntlou

g.

Orid O.rgauiznUoual 1Jovolo1111mut
'J'hlnl J>ru-ty Pc11co11111ld11g

h.
i.
j,
k.
I.

a.

'1'00111

Couching am) Couusoliug
l.lfo 111111 Unmor Pltu111l11{l
Plmrniug & Uual 8ultlug (uslld furthor Uum In 11lw111lu{l phuso)
Olhur

List those profossio111tl org1u1i:mt.ions, which lmvo bcou
most lwlpfnl to you.

\Vhn.t 1u·o U10 most, common loadorship issuos tlmt you fn.co
i II ymu· org1111i:r.af,io11?
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Appendix C
Book List
Senge, P. M. (1990). The fifth discipline. New York: Double Day.
Covey, S. (1989). Seven habits ofhighly effective people. New York: Simon &
Schuster.
Worley, C. G., Hitchin, D. E., Ross, W. L., & Paynne, M. (1995). Integrated
strategic change: How OD builds competitive advantage. New York: Addison-Wesley.
Robinson, D. G. (1996). Performance consulting: Moving beyond training. San
Francisco: Berrett-Koehler.
Scholtes, P.R, Joiner, B. L., & Streibel, B. J. (1996). Team handbook 2nd edition.
Oriel.
Davis, B. L. (1996). Successful manager's handbook: Developing suggestions for
today's managers. Personnel Decisions International.
Carnegie, D., Carnegie, D. & Pell, A. R. (1998). How to win friends and influence
people. Pocket books.
ASTD trainer's sourcebook series. New York: McGraw Hill.
French, W. L. & Bell, C. H. (1995). Organization development: Behavior science
interventions for organization improvement (5 th ed.). Englewood Cliffs, NJ: Prentice
Hall.
Block, P. (1981 ). Flawless consulting: A guide to getting your expertise used. San
Francisco: Pfeiffer & Co.
Wheatley, M. J. (1994). Leadership and new science. San Francisco: BerrettKoehler.
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